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IN  REPLY  REFER  TO: 


United  States  Department  of  the  Interior 

BUREAU  OF  LAND  MANAGEMENT 
WASHINGTON,  D.C.     20240 


1212  (840) 


3  0  1981 


Memorandum 


To: 


Director 


Through:   Deputy  Director  for  Management  Services 


From: 


Chief,  Division  of  Management  Research 


Subject:   Decision  Document  -  State  Office  Organization  Study 

The  study  phase  of  the  State  Office  Organization  Study  is  now  completed. 
The  enclosed  report  represents  the  findings  and  recommendations  of  the 
Study  Team.   The  draft  of  this  report  was  a  primary  topic  on  the  agenda 
of  the  Bureau  Management  Meeting  held  in  Denver,  Colorado 
September  16-18,  1981.   Most  comments  provided  by  the  State  Directors 
have  been  incorporated  into  the  report  where  clarification  of  the  Study 
Team's  findings  or  recommendations  was  necessary.   In  some  instances  the 
State  Directors  have  proposed  alternatives  to  the  Study  Team's 
recommendations.   Those  are  shown  below  along  with  the  recommendations  of 
the  Study  Team.   Where  only  one  recommendation  is  presented,  it 
represents  the  recommendation  of  the  Study  Team  as  concurred  in  by  the 
State  Directors.   Concurrence  blocks  are  provided  for  you  to  initial. 

Recommendation  No.  1 

The  role  of  the  State  Office  for  the  1980 's  should  be  one  of  Statewide 
policy  setting,  facilitating  and  coordinating  implementation  of  that 
policy,  communicating  policy  internally  as  well  as  outside  the 
organization,  and  monitoring  and  evaluating  program  effectiveness. 


I  concur   J^_l 
Recommendation  No.  2 


I  do  not  concur    I 


Resolve  role  confusion  between  staff  specialists  at  different 
organizational  levels  by  delegating  management  responsibility  to  the 
lowest  possible  level  and  by  clearly  defining  roles  of  the  specialists  at 
each  level. 


I  concur 


0 


I  do  not  concur 


Recommendation  No.  3 


Staffing  levels  in  the  State  Office  Divisions,  particularly  the  Divisions 
of  Resources  and  P&EC,  should  be  reduced  through  adherence  to  the  new 
role  of  the  State  Office  and  Staff  Specialist. 


I  concur    \//\ 
Recommendation  No.  4 


I  do  not  concur    |   | 


Staff  specialists  in  the  Divisions  should  not  be  expected  to  be  involved 
in  routine  annual  work  plan  tracking  and  review  matters. 


I  concur    L^] 
Recommendation  No.  5 


I  do  not  concur    |   | 


Program  decision  authority  should  be  delegated  to  first  level  supervisors 
under  the  State  Director  allowing  those  individuals  to  act  within  their 
respective  areas  of  program  responsibility. 


I  concur 
Recommendation  No.  6 
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I  do  not  concur      | 


The  primary  role  of  the  Associate  State  Director  should  be  to  manage 
the  daily  operations  of  the  Statewide  organization  while  that  of  the 
State  Director  should  be  to  concentrate  on  external  matters  and 
long-range  strategies. 


I  concur    \S\ 
Recommendation  No.  7 


I  do  not  concur 


The  State  Office  role  of  the  Public  Affairs  Staff  for  the  1980' s  should 
be  one  of  active  involvement  in  providing  leadership  and  strategies  to 
ensure  public  participation  and  input  into  the  appropriate  stages  of 
resource  management  decisionmaking. 


I  concur 


0 


1  do  not  concur 


• 


Recommendation  No.  8 

The  Study  Team  recommends  that: 

The  current  Divisions  of  P&EC  and  Resources  should  be  combined  into  one 
Division,  with  combined  functional  responsibility  for  planning, 
environmental  coordination,  and  resource  management. 

The  State  Directors  recommend  that: 

A  small  staff  reporting  to  the  State  Director  be  retained  whose  functions 
would  include:   planning  and  environmental  process  guidance;  training  and 
guidance  for  streamlining  planning  and  environmental  procedures;  NEPA  and 
planning  evaluations;  State  program  outlook  guides;  and  long-range 
multiprogram  strategies,  coordination,  and  policy  analysis.  The  staff 
would  consist  of  planners,  NEPA  specialists,  and  policy  analysts.  With 
the  addition  of  clerial  support  it  should  consist  of  no  more  than  six  to 
eight  positions.  This  staff  can  also  provide  certain  scarce  skills  (e.g. 
sociologist,  economist)  but  only  if  needed  for  Statewide  assistance  to 
carry  out  production. 

The  State  Directors  have  largely  found  this  to  be  a  solution  to  ensure 
the  inclusion  of  an  additional  and  independent  voice  on  the  State  Office 
management  team.  We  find  this  to  be  an  acceptable  alternative  to  the 
recommendation  of  the  Study  Team.  With  this  staff  operating  independent 
of  the  Division  of  Resources  it  is  our  recommendation  that  the 
responsibility  for  inventory  coordination  be  assigned  to  the  Division  of 
Resources.  We  further  recommend  that  this  unit  be  titled  Planning 
Coordination  Staff.   We  believe  this  title  is  descriptive  of  the  type  of 
long-range  and  coordinative  responsibilities  envisioned  for  this  staff. 

I  concur  with:  \/*      Study  Team  Recommendation 

1   1   State  Directors' 
Recommendation 


I  do  not  concur  with  any 
of  the  above. 


Recommendation  No.  9 


To  the  extent  that  the  State  Office  performs  lands  and  minerals  casework 
operational  functions,  those  functions  should  be  merged  into  one 
organizational  unit  as  a  Branch  within  the  Division  of  Operations. 


Organizational  separation  should  be  maintained  between  the  lands  and 
minerals  program  responsibilities  and  the  lands  and  minerals  operations 
responsibilities . 

Lands  casework  delegation  issues  should  be  handled  separately  from  this 
recommendation. 


I  concur   \~7\  I  do  not  concur   | I 

Recommendation  No.  10 

The  Study  Team  recommends  that: 

The  aviation  management  and  safety  programs  should  be  located  in  the 
Division  of  Administration  in  all  Bureau  State  Offices. 

The  State  Directors  recommend  that: 

The  safety  program  be  located  in  the  Division  of  Administration,  but  that 
local  option  prevail  regarding  the  placement  of  aviation  management  in 
the  Division  of  Administration  or  the  Division  of  Operations. 

We  feel  that  this  recommendation  is  acceptable  inasmuch  as  some  State 
aviation  programs  are  tied  predominately  to  fire  suppression  which  is 
located  in  the  Division  of  Operations. 


I  concur  with: 


0 


Study  Team  Recommendation 


State  Directors' 
Recommendation 


|   |   I  do  not  concur  with  any 
of  the  above. 


Recommendation  No.  11 


State  Offices  should  not  establish  or  maintain  permanent  Special  Project 
organizations,  except  in  Alaska. 


I  concur 


0 


I  do  not  concur   I I 


Recommendation  No.  12 

The  Study  Team  recommends  that: 

As  a  service  to  the  public,  place  all  initial  walk-in  public  information 
and  reception  services  in  one  organizational  location  (associated  with 
Lands  and  Minerals  Operations) . 

The  State  Directors  recommend  that: 

The  recommendation  of  the  Study  Team  be  used  as  guidance  for  improving 
public  services  but  that  actual  assignment  of  organizational 
responsibility  for  public  information  and  reception  services  be  left  to 
the  discretion  of  the  State  Director. 

The  State  Directors  expressed  that  local  discretion  in  placement  of  these 
functions  is  desirable  because  certain  factors  such  as  office  layout  and 
staffing  capability  dictate  which  organization  is  best  capable  to  meet 
this  public  service  need.  In  the  opinion  of  this  office,  this 
alternative  is  acceptable. 

I  concur  with:  l~l   Study  Team  Recommendation 

)/S\     State  Directors' 
Recommendation 


I   I  do  not  concur  with  any 
of  the  above. 


Recommendation  No.  13 


A  Staff  or  Branch  of  Information  Services  should  be  established  in  each 
State  Office  in  the  Division  of  Administration. 

This  organization  would  be  responsible  for  providing  automated  data 
processing,  telecommunications,  and  remote  sensing  services.  Certain 
State  Directors  requested  that  extended  implementation  time  frames  be 
allowed  on  a  State-by-State  basis  where  it  is  shown  that  continued 
supervision  of  the  program  under  a  current  Technical  Services  chief  is 
critical  to  success  of  the  program. 

I  concur   K£_\  I  do  not  concur   1   I 


Recommendation  No.  14 

Consolidate  the  various  parts  of  the  budget  assembly  processes  together 
in  a  Budget  Staff  in  the  Division  of  Administration. 

The  various  budgeting  elements  proposed  for  this  staff  are  long-range 
financial  planning  (packages),  multiyear  budgeting  (four-year 
authorization),  and  annual  work  planning. 

I  concur    [Vj  I  do  not  concur    | | 

Recommendation  No.  15 

States  with  sufficient  workload  may  establish  a  Branch  of  Printing  and 
Graphic  Arts  in  the  Division  of  Administration. 

State  Directors  requested  some  latitude  in  the  location  of  graphics 
design  functions.   Due  to  staffing  and  workload  considerations,  the 
graphics  design  functions  are  not  always  colocated  with  the  production 
end  of  printing  and  graphic  arts. 

I  concur   \^_\  I  do  not  concur   I I 

Recommendation  No.  16 

For  the  time  being,  law  enforcement  responsibilities  in  all  State  Offices 
should  report  to  the  Chief,  Division  of  Operations  while  any  visitor 
service  responsibilities  of  a  Ranger  Program  should  be  a  responsibility 
of  the  Division  of  Resources. 

I  concur   C?  I  do  not  concur   I I 

Recommendation  No.  17 

The  EEO  program  should  remain  under  the  immediate  direction  of  the  State 
Director. 

State  Directors  have  indicated  a  particular  need  to  individually  review 
EEO  staffing  to  ensure  that  overlap  or  duplication  does  not  occur  between 
EEO  and  Personnel. 

I  concur   |^|  I  do  not  concur   I I 


Recommendation  No.  18 

Primary  responsibility  for  program  leadership  of  the  fire  management 
program  through  presuppression,  suppression,  and  preparation  of  the 
normal  year  fire  plan  should  be  with  the  Division  of  Operations. 
Concurrently,  it  should  be  the  responsibility  of  local  line  officials 
with  the  assistance  of  the  Division  of  Resources  to  identify  areas  to  be 
managed  under  modified  suppression  and  prescribed  fire  plans  (with  input 
from  the  Division  of  Operations). 

The  State  Directors  wish  to  particularly  emphasize  the  necessity  for 
close  and  active  involvement  of  the  fire  suppression  staff  with  the 
Division  of  Resources  over  such  matters  as  modified  suppression, 
prescribed  burns,  and  related  fire  ecology  matters. 

I  concur   V^\  I  do  not  concur   I I 

Recommendation  No.  19 

Mapping  is  an  operational  support  function  that  should  be  consolidated 
and  located  in  the  Division  of  Operations. 

I  concur   \/\  1  do  not  concur   I I 

Recommendation  No.  20 

The  recommended  State  Office  organizational  model  is  Model  A  as  modified 
to  accommodate  changes  necessitated  by  decisions  made  within  this 
document. 

I  concur   0  I  do  not  concur   I I 

Other  Recommendations 

The  Study  Team  recommended  the  following  Division  organizational  titles: 
Resources,  Operations,  and  Administration. 

The  State  Directors  have  recommended  substituting  the  title  of  Technical 
Services  for  Operations.  This  Office  does  not  concur  in  the  State 
Directors'  alternative  recommendation.  We  believe  Operations  more 
accurately  defines  the  nature  of  the  work  performed  in  this  Division. 
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Furthermore,  we  wish  to  abandon  the  title  of  Technical  Services  so  as  to 
move  away  from  the  concept  that  "technical"  is  the  primary  criteria  for 
judging  the  split  of  functions  between  Administration  and  Technical 
Services  (Operations). 


I  concur  with: 


j^T  Study  Team  Recommendation 


State  Directors' 
Recommendation 


I I   I  do  not  concur  with  any 

of  the  above. 

Your  signature  below  will  confirm  your  approval  of  all  recommendations  as 

indicated. 


y^^j.  pn+Ut^ 


Director 


10 


^ 


ft 


Date 


EXECUTIVE  SUMMARY 


At  the  request  of  the  Director,  the  Division  of  Management  Research 
assembled  a  team  to  conduct  an  organizational  study  of  the  Bureau's  State 
Offices.   The  purpose  of  the  study  was  to  review  the  functional 
responsibilities  and  relationships  within  the  State  Offices  and  the 
organizational  role  relationships  between  the  State  Offices  and  the 
District  Offices.  The  study  does  not  include  consideration  of  a  regional 
organization  structure,  nor  does  it  include  a  review  of  the  Headquarters 
Office,  the  Denver  Service  Center,  the  Boise  Interagency  Fire  Center,  or 
the  Outer  Continental  Shelf  Offices.   It  does  however,  reflect  decisions 
made  from  the  District  Office/Resource  Area  Study  regarding  the  roles  and 
responsibilities  of  these  organizations. 

Although  the  team  made  several  recommendations  regarding  the  location  of 
functional  responsibilities,  the  major  recommendations  of  the  report 
focus  on  the  role  of  the  State  Office  and  staff  specialists.   In  addition 
to  these  recommendations,  the  report  addresses  the  merits  of  three  model 
organizational  proposals  for  the  State  Office.   The  model  organization 
ultimately  recommended  by  the  team  is  refered  to  as  the  Model  A 
organization.   This  organization  consists  of  the  following  components: 

o  State  Director/ Associate  State  Director 

o  Equal  Employment  Opportunity  Staff 

o  Public  Affairs  Staff 

o  Division  of  Resources 

o  Division  of  Operations 

o  Division  of  Administration 

The  choice  of  Model  A  over  the  others  was  based  on  its  ability  to 
accommodate  the  findings  and  recommendations  developed  by  the  team  and 
likewise  provide  an  efficient,  effective,  and  responsive  organization  for 
carrying  out  the  responsibilities  of  the  State  Office.   The  findings  and 
recommendations  of  this  study  report  are: 


o  The  role  of  the  State  Office  is  in  transition  and  there  is  frequently 
confusion  between  District  and  State  Offices  over  work 
responsibilities.   The  role  of  the  State  Office  for  the  1980's  should 
be  one  that  is  keyed  to  policy  and  program  direction,  coordination, 
communication,  and  evaluation. 

o  The  respective  roles  of  the  staff  specialists  in  Area,  District,  and 
State  Offices  are  unclear.   Resolve  this  role  confusion  by 
delegating  responsibilities  to  the  lowest  possible  level  and  by 
defining  a  non-operational  role  for  State  Office  staff  specialists. 
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o     Many  State  Office  Divisions   have   increased   in  size   to   perform 

operational  work  that   can  be   performed  by  the  District  Offices.     The 
State  Office   should  become   less  operational    in   its  role   and   staffing 
should   be  relocated    to   the  Resource  Areas    to  meet  greater  on  the  ground 
management   responsibilities. 

o  Division  staff  specialists  are  spending  an  ever  larger  amount  of  time 
monitoring  District  and  Area  operational  matters  and  annual  work  plan 
progress.  Routine  program  and  budget  monitoring  should  be  the 
responsibility  of   a  Budget   Staff. 

o     A  lack  of  delegated   authority   to   State  Office  Division  Chiefs   is   the 
primary  factor  affecting   the  State  Directors  span-of-control. 
Increased  program  decision  authority  should  delegated   to   first  level 
supervisors . 

o     The  role  of  an  Associate  State  Director  remains  necessary  for  ensuring 
effective   performance   of  the   State  Office.      The  Associate   State 
Director   should   concentrate  on  running   the  daily  operations   of   the 
Statewide  organization  while   the   State   Director   should  concentrate  on 
external  matters   and   long-range   strategies. 

o     There   is  variation  among   States   as   to   the   future  role   of   the  Public 
Affairs   Staff.      For   the    1980's,    Public   Affairs  needs    to  be   active   in 
the   areas   of   public    involvement,   information  input   strategies, 
cooperative  relations,   and  similar   activities  designed    to   increase  and 
enhance   participation  of    the   public   in  Bureau  activities. 

o     The   organizational   separation  of    the   resource  management   functions   from 
the    planning  and   environmental   functions   has  created   fragmentation  and 
overlap  of   total    resource   program  responsibilities.      The  resource 
program  functions  and  the   planning  and  environmental   functions   should 
be  combined   in   the   State  Office   into   a   single  Division. 

There   is   fragmentation  of    the   lands   and  minerals   operational   casework 
components  and  there   is  confusion  of  role  responsibility  in  the   total 
lands  and  minerals   program  area.     To   the  extent   that  lands  and  minerals 
operational   casework  functions  may  be   performed  in  the   State  Office, 
they  should  be   consolidated   into  a  single  Branch.     However,      organiza- 
tional  separation  needs   to  be  maintained  between  the   operational 
components  and   the   program/ policy  responsibilities. 

o     Standard  placement   for  aviation  management  and  safety  needs   to  be 

addressed.     The  current  use  and  emphasis  of  these  programs  is  broader 
now  than  when  they  were  first   located   in  Technical   Services  and  they 
are  now  more   appropriately  located   in  the  Division  of  Administration. 

o      Special   project  organizations   are   performing  tasks   that   are  more 
appropriately  the   responsibility  of   District  Offices   or   they  are 
performing  coordination   functions  that  could  be  managed   In   existing 
State  Office   organizations.      Special   project   staffs   should  not   be 
established . 
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o  The  responsibilites  for  providing  public  information  and  reception 
services  are  dispersed  and  not  well  suited  for  optimum  service. 
Combine  all  initial  walk-in  public  information  services  into  the  Branch 
of  Lands  and  Minerals  Operations  where  most  of  the  walk-in  traffic  is 
centered  • 

o   Information  systems  services  are  fragmented  causing  less  than  optimum 
development  and  use  of  automated  systems.   Establish  a  Staff  or  Branch 
of  Information  Services  in  the  Division  of  Administration  responsible 
for  automated  data  processing,  telecommunications,  and  remote  sensing. 

o  The  budgeting  elements  of  annual  work  planning,  multi-year  budgeting, 
and  program  packages  are  organizationally  fragmented  although  they  need 
to  be  well  coordinated.   Consolidate  the  various  budgeting  assembly 
processes  together  in  a  Budget  Staff  in  the  Division  of  Administration. 

o  There  is  great  variation  in  the  printing,  graphic  arts,  and  publica- 
tions support  needed  by  various  State  Offices.  States  may  establish  a 
Branch  of  Printing  and  Graphic  Arts  in  the  Division  of  Administration 
to  enhance  this  support. 

o  There  is  no  Bureauwide  policy  regarding  the  organizational  placement  of 
the  law  enforcement  and  visitor  service  aspects  of  the  Ranger  program. 
For  the  time  being,  the  law  enforcement  responsibilities  should  report 
to  the  Chief,  Division  of  Operations  while  the  visitor  service 
responsibilities  should  be  located  in  Resources,  as  they  are  in 
California. 

o  There  Is  considerable  difference  of  opinion  over  the  ability  of  the  EEO 
Staff  to  perform  effectively  while  separated  from  the  personnel 
services  functions.   EEO  still  needs  the  direct  influence  of  the  State 
Director's  office  and  should  remain  as  is. 


o  The  Bureau's  primary  emphasis  on  fire  is  oriented  to  suppression. 

Insufficient  recognition  is  given  to  its  use  as  a  resource  management 
tool.   Place  the  responsibility  for  fire  management  planning  in  the 
Division  of  Resources  and  the  responsibility  for  suppression  in  the 
Division  of  Operations. 

o  The  Bureau's  mapping  program  is  fragmented  throughout  several 

organizational  components  making  accountability  for  program  functions 
difficult  to  pinpoint.  Mapping  is  an  operational  support  function  that 
should  be  consolidated  and  located  in  the  Division  of  Operations. 

The  primary  focus  of  these  recommendations  is  to  articulate  a  role  for 
the  State  Office  in  the  1980's  that  will  make  it  effectively  compatible 
with  the  responsibilities  of  the  District  Offices  and  Resource  Areas. 
Additionally,  these  recommendations  cover  a  number  of  organizational 
issues  that  are  intended  to  enhance  and  improve  the  internal  and 
operational  workings  of  the  State  Office  and  augment  Bureau 
responsiveness  In  public  service  and  resource  management. 

ill 
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PURPOSE 


• 


The  purpose  of  the  State  Office  Organization  Study  is  to  review  the 
current  State  Office  organization  structure  of  the  Bureau  of  Land 
Management  (BLM)  and  determine  if  any  changes  are  required.  This  review 
is  deemed  appropriate  at  this  time  because  of  three  factors: 

o  The  District  Office/Resource  Area  Study  has  recently  recommended 
changes  in  the  role  and  structure  of  these  field  organization 
components. 

o  State  Directors  have  been  submitting  an  increasing  number  of  proposals 
to  restructure  portions  of  their  State  Offices  which  indicates  that  as 
a  minimum  some  "tuning  "of  the  organization  is  necessary. 

o  The  previous  State  Office  organization  review  was  conducted  over  ten 
years  ago  prior  to  the  Federal  Land  Policy  and  Management  Act  (FLPMA), 
the  National  Environmental  Policy  Act  (NEPA) ,  incorporation  of  new 
technologies  into  operating  procedures,  and  a  substantial  Increase  in 
the  number  of  Bureau  employees. 

OBJECTIVE 

The  broad  objective  of  this  study  is  to  determine  if  the  current  BLM 
State  Office  structure  and  role  meet  the  needs  of  the  Bureau  for  the 
1980*s  and,    if  necessary,   recommend   changes    to   the   structure  and  role. 


SCOPE 


The  scope  of  this  study  includes  a  review  of  the  organization  structures 
of  all  State  Offices.   It  does  not  include  consideration  of  a  regional 
organization  structure,  nor  does  it  include  a  review  of  the  Headquarters 
Office,  the  Denver  Service  Center,  the  Boise  Interagency  Fire  Center  or 
the  Outer  Continental  Shelf  Offices.   It  does  not  address  District 
Offices  or  Resource  Areas,  but  it  does  reflect  decisions  made  from  the 
District  Office/Resource  Area  Study  regarding  the  roles  and 
responsibilities  of  these  organizational  levels. 

APPROACH 

The  Acting  Director  announced  the  State  Office  Organization  Study  in 
Information  Memorandum  No. 81-102,  dated  February  5,  1981,  included  as 
Apppendix  A.   He  concurrently  designated  a  team  of  ten  Bureau  employees 
consisting  of  State  Office  Division  and  Branch  Chiefs,  a  District 
Manager,  an  Area  Manager  and  four  Management  Analysts  to  conduct  the 
study.   Three  State  Directors,  an  Associate  State  Director  and  an 
Assistant  Director  served  as  advisors  to  the  team.   (Team  members  and 
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advisors  are  listed  in  Appendix  B.)   The  team  conducted  the  study  between 
March  and  June  1981  using  a  four  part  approach.   Following  is  a  summary 
of  this  approach.   A  detailed  explanation  of  the  methodology  and  timing 
of  the  study  is  included  as  Appendix  C.   An  evaluation  of  group  interview 
methods  and  their  applicability  to  studies  is  included  as  Appendix  D. 

Part  1 

The  study  team  held  a  meeting  to  develop  the  specific  objectives, 
constraints  and  approach  for  conducting  the  study  and  preliminarily  test 
the  group  interview  data  gathering  methodology  with  participants  from  the 
Arizona  State  Office.   The  study  team  initially  developed  the  following 
objectives  and  constraints  with  input  and  modification  by  the 
Headquarters  Directorate.  Throughout  the  study,  the  State  and  District 
work,  groups  provided  additional  review  and  refinement  to  them.  The 
objectives  reflect  specific  goals  to  achieve  through  the  study  and  the 
organizational  design  if  reasonably  possible.  The  constraints  reflect  a 
list  of  given  or  limiting  factors  that  set  parameters  on  the  scope  of  the 
study.  They  are  considered  as  part  of  the  study  effort  because  of 
political  realities,  policy  dictates,  or  other  predetermined  trends. 

o  The  specific  objectives  to  the  study  effort  were: 

-  Minimize  operational  role  of  the  State  Office. 

-  Reduce  span  of  control  of  the  State  Director. 

-  Identify  clear  focal  points  for  responsibility  and  accountability. 

-  Provide  an  organizational  design  flexible  enough  to  accommodate 
future  program  changes. 

-  Improve  efficiency  by  eliminating  multiple  layers  of  review. 

-  Eliminate  dual  responsibilities  and  overlap  between  organizational 
entities. 

-  Provide  an  organizational  design  that  facilitates  public  service  and 
information. 

-  Clarify  roles  of  State  Office  Staff  Specialists. 
o  The  constraints  to  the  study  effort  were; 

-  Regionalization  of  State  Offices  will  not  be  considered. 

-  The  State  Director  will  retain  responsibility  for  principal  policy 
decisionmaking  and  supervisory  review. 


-  The    role   of   State   OffLce  Divisions   and    Staffs   is    to    assist   District 
Offices  and  Resource  Areas  in  carrying  out   the   State  Director's 
responsibilities. 

-  Increases   in  State  Office   funding  and  work  force  are  improbable 
(Bureauwide  reductions  are  likely   to  be  necessary). 

-  Future  ceilings   in  WAE  and   temporary  work  force  are   probable. 

-  State  Office   structures   among  states   will   be   similar  but  not 
necessarily     identical. 

-  Functions,   responsibility,  and  accountability  will  be  delegated  by 
the  State  Director   to  the  lowest   possible  level  where  it  is 
effective    to   do   so. 

Part   2 

State  Directors   and  members   of   the  Directorate   participated   in  a   test  of 
the  group  interview  data  gathering  method  at  their  March  meeting.      They 
also  participated   in  a  session  to  develop  a  statement  of  the  State 
Director's  role   for  the   1980's   to  be  used  as  data   for  the  study. 

Part  3 

The  study  team  conducted  Phase   I  data-gathering   sessions   with  groups   from 
the  Utah  State  Office  and   the  Moab  and    Salt   Lake  City  District   Offices   to 
further   test  and   refine   their   approach.      The   team  then  divided   into   two 
person   teams,   conducted   data-gathering   sessions   in  five   State  Offices 
(Colorado,    Idaho,    Oregon,   Montana  and  Nevada)   and   four  District   Offices 
(Canon  City,   Eugene,   Miles   City,   and   Carson  City),   and   reconvened  with 
its   advisors    to  analyze   the  results.      After  careful  review  and  analysis, 
the   team  found   that   the   data  collected   from  the   States  visited  were  very 
consistent.      As  a  result,   the   team  was   able    to  draft  an   intitial  role 
statement   for   the   State  Office   for   the   1980's,   distill  the   problems 
identified  into  broad  categories,  and  portray  the  alternative 
organizations   generated   in   three  basic  models. 

Part  4^ 

The  team  received  strongly  positive  responses  to  the  work  group 
interviews  from  Phase  I  groups  and  decided  to  continue  using  group 
sessions  for  Phase  II.   However,  the  team  and  its  advisors  decided  to 
modify  the  focus  of  the  Phase  II  data  collection  process  because  of  the 
consistency  in  the  data  already  collected.   As  a  result,  the  Phase  II 
sessions  were  structured  to  concentrate  on  reviewing,  validating, 
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critiquing,  and  refining  the  draft  and  summary  material  compiled  by  the 
team  rather  than  directed  toward  collecting  additional  data.   The  team 
then  reconvened  with  its  advisors  to  review  and  analyze  the  data 
collected,  develop  findings  and  recommendations,  and  write  a  first  draft 
report.   Data  gathering  sessions  throughout  Phases  I  and  II  included 
interviews  with  various  other  Bureau  personnel  and  members  of  other 
Federal  agencies,  State  government,  and  the  public  (Identified  in 
Appendix  E). 

DEFINITIONS 

The  following  definitions  are  provided  to  clarify  the  meaning  of 
particular  terms  used  In  the  report. 

Function:  Any  task  that  is  performed  by  the  organizatonal  unit  and  can 
be  clearly  set  apart  from  other  activities,  e.g.,  adjudicate 
lands  and  minerals  applications,  maintain  ADP  services. 

Program:    The  grouping  of  tasks  or  elements  that  together  form  an 

identifiable  component  for  which  the  Bureau  is  specifically 
responsible  for  implementing  or  performing,  e.g.,  forestry 
program,  lands  program,  cadastral  survey  program;  generally 
equated  with  resource  program  activities  (biological  and 
nonbiological);  frequently  synonomous  with  activities. 

Role:      A  general  statement  of  the  responsibilities  of  an 
organizational  component  within  the  context  of  the 
organization  as  a  whole;  an  explanation  as  to  why  the 
organization  exists. 
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SECTION  II  -  BACKGROUND 
HISTORY 

The  current  State  Office  organization  is  the  product  of  the  Bureau  Task 
Force  Study  completed  June  1970.   The  task  force  noted  that  in  its 
early  days  the  staff  offices  of  the  Bureau  were  organized  around 
clearly  defined  disciplines  such  as  range,  timber,  lands,  and  minerals. 
These  units  were  useful  during  the  time  when  single  purpose  rather  than 
multiple-use  was  the  general  rule.   However,  over  the  years  it  became 
apparent  that  land  management  problem  situations  could  no  longer  be 
resolved  by  a  single-discipline  staff  office.   During  the  1960's  the 
Bureau  began  to  reorganize  to  create  a  more  fluid  structure  based  upon 
patterns  of  coordination.   The  1970  task  force  recommendations 
attempted  to  carry  out  this  theme.   The  task  force  proposed  a  systems 
concept  as  the  basis  for  organizing  the  State  Offices.   This  concept 
attempts  to  reduce  concern  with  functional  Interests  and  greatly 
increase  the  emphasis  on  cooperation,  team  work,  and  interdependence  In 
achieving  results.   In  order  to  apply  this  systems  concept  the  task 
force  built  coordinating  roles  and  requirements  into  the  State  Office 
Model  through  structural  realignments  and  modified  the  program 
responsibility  concept  in  certain  instances.  For  example,  the  task 
force  found  that  there  was  a  lack  of  coordination  between  the  old 
Division  of  Lands  and  Minerals  Program  Management  and  the  other 
resource  activities.   They  attributed  this  to  the  perception  that  the 
"land  office"  role  of  the  Division  was  one  of  "sufficiency  unto  itself" 
as  opposed  to  one  of  support  to  the  multiple-use  resource  efforts  of 
the  Bureau.   Consequently,  one  of  the  major  decisions  of  the  1970 
reorganization  abolished  the  Lands  and  Minerals  Program  Management  and 
Land  Office  Division  and  divided  its  functions  among  the  new  Divisions 
of  Resources,  Technical  Services,  and  Management  Services.  The 
objectives  were  to  discontinue  the  land  disposal  image  of  the  Bureau; 
to  better  integrate  lands  and  minerals  program  leadership  into  the 
program  leadership  for  all  resources  in  a  Division  of  Resources;  and  to 
separate  the  adjudication  and  record  functions  to  obtain  a  better 
balance  of  programs,  personnel,  and  responsibilities  in  the  Divisions 
of  Technical  Services  and  Management  Services. 

The  study  task  force  also  established  a  Planning  Coordination  Staff. 
The  task  force  identified  a  need  for  this  organization  to  provide  State 
Office  leadership  in  the  initial  operational  stages  of  the  Bureau 
Planning  System.  This  office  also  provided  a  logical  place  for  the 
evolving  multiyear  programming  responsibilities  to  establish  linkages 
with  the  planning  guidance  given  to  the  District  Offices. 

During  the  decade  since  the  1970  study  a  number  of  developments 
occurred  to  influence,  alter,  or  place  strain  on  the  State  Office 
organization  structure.    These  were: 
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The  environmental  and  planning  requirements  imposed  by  the  National 
Environmental  Policy  Act  of  1969  (NEPA)  changed  the  significance  and 
emphasis  of  the  role  of  the  Planning  Coordination  Staff  in  public 
involvement,  environmental  assessment,  and  EIS's,  and  it  evolved  into 
the  Division  of  Planning  and  Environmental  Coordination  in  most  State 
Offices. 

The  Federal  Land  Policy  and  Management  Act  of  1976  created  broader 
and  more  encompassing  responsibilities  for  on-the-ground  management 
on  a  multiple-use  basis  and  incorporation  of  public  Involvement  into 
the  planning  process. 

The  Alaska  Native  Claims  Settlement  Act  (1971)  and  the  Alaska 
National  Interest  Lands  Conservation  Act  (1980)  necessitated 
establishment  of  special  organizational  units  to  accommodate  this 
program  emphasis. 

The  mining  claim  recordation  requirements  of  the  Federal  Land  Policy 
and  Management  Act  significantly  increased  the  workload  for  the 
Public  Room  and  Records  Sections  of  Management  Services  and  added  an 
adjudicative  role  to  that  Division. 

The  Division  of  Management  Services  increased  substantially  in  size 
and  diversity  because  of  delegated  authorities  for  contracting, 
personnel  management,  the  Federal  Equal  Opportunity  Recruitment 
Program,  Youth  Program  (YACC  and  YCC)  Management,  and  organizational 
development  and  management  analysis  responsibilities. 

There  occured  a  rapid  expansion  of  new  technology  in  typing,  copying, 
electronic  data  processing,  radio  and  telephone  communications, 
remote  sensing,  etc.,  requiring  the  addition  of  special  staffs  to 
manage  new  equipment  or  technology. 

An  Equal  Employment  Opportunity  (EEO)  staff  was  added  to  assist  the 
State  Director  in  equal  employment  emphasis  and  management  of  special 
programs  such  as  the  Federal  Women's  Program  and  the  Hispanic 
Employment  Program. 

The  public  information  role  of  the  Public  Affairs  Staff  broadened  and 
grew  into  a  program  requiring  active  involvement  and  knowledge  in 
public  participation  programs,  managing  Statewide  pubic  information 
programs  and  service  to  the  public. 

The  District  Offices'  staffs  increased  substantially  in  size  and 
diversity  of  skills  with  significantly  greater  delegated  authority 
permitting  them  to  perform  many  of  the  operational  functions  formerly 
done  by  the  State  Offices. 

The  Bureau's  Washington  Headquarters  was  restructured  to  permit 
greater  responsiveness  to  the  legislation  of  the  1970's  and  the 
product  demands  of  the  1980's. 
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o  The  role  of  the  District  and  Resource  Area  Offices  is  now  being 

redefined  and  their  organizations  are  being  restructured  as  a  result 
of  the  1981  District  Office/Resource  Area  Study.   This  may  cause 
overlap  or  conflict  between  the  State  and  District  Offices. 

o  The  District  Office/Resource  Area  Study  noted  that  there  were  nearly 
the  same  number  of  employees  in  the  State  Offices  as  in  Districts  and 
a  substantially  smaller  number  than  either  of  these  in  the  Resource 
Areas.   This  raises  questions  as  to  the  appropriateness  of  the 
distribution  of  staff  in  the  field. 


The  current  review  of  the  State  Office  organization  is  a  natural 
consequence  of  the  recent  adjustments  in  other  levels  of  the  Bureau's 
organization  and  satisfies  a  commitment  to  increased  public 
responsiveness  and  cost-effective  management. 

CURRENT  ORGANIZATION 

The  current  organization  in  most  State  Offices  consists  of  two  Staffs 
(EEO  and  Public  Affairs)  and  four  Divisions  (Planning  and  Environmental 
Coordination,  Resources,  Technical  Services,  and  Management  Services) 
reporting  to  the  State  Director/ Associate  State  Director  as  shown  on 
Exhibit  1.   Following  are  general  responsibilities  of  the  current 
organizational  components.  Detailed  functional  responsibilities  for 
each  are  described  in  Appendix  F. 

o  The  EEO  Staff  serves  as  principal  staff  to  the  State  Director  for 
providing  leadership  in  the  statewide  Equal  Employment  Opportunity 
Program  to  ensure  equality  of  opportunity  for  all  employees  in 
recruitment,  selection,  career  development,  promotion,  counseling, 
participation  In  training  programs,  and  membership  on  committees.   It 
is  responsible  for  statewide  EEO  program  planning,  reporting, 
execution,  and  evaluation. 


o 


The  Public  Affairs  Staff  serves  as   principal  staff   to  the  State 
Director  for  public   information,   public   involvement,   education 
programs,  and  coordination  of  the  cooperative  relations   program 

The  Division  of   Planning  and  Environmental  Coordination  serves  as 
principal   staff   to   the   State  Director  for  coordinating  and  directing 
the  development  of  long-range,  comprehensive  land  use  plans   for  the 
public   lands   and   related   resources.      It   provides  guidance   for   the 
operation  of   the  Bureau's   Planning   System,   coordinates   the 
development  of  both  long-term  and  6hort-term  multiyear  programs,  and 
ensures   overview  consideration  of   environmental   protection  by  all 
activities. 
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o 
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The  Division  of  Resources  serves  as  principal  staff  to  the  State 
Director  for  program  leadership  in  resource  management  program  areas 
The  Division  Chief  has  lead  responsibility  for  maintaining 
professional  excellence  in  the  conduct  of  all  resource  programs  and 
for  integrating  these  programs  to  ensure  optimum  multiple-use  land 
management. 

The  Division  of  Technical  Services  serves  as  principal  staff  to  the 
State  Director  for  technical  support  activities.   These  include 
operational  activities  as  well  as  technical  advisory  activities. 

The  Division  of  Management  Services  serves  as  principal  staff  to  the 
State  Director  for  all  administrative  matters  throughout  the  State 
Office  and  provides  guidance  and  direction  in  administrative  matters 
to  field  offices. 


• 
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SECTION  III   -  FINDINGS  AND  RECOMMENDATIONS 


This   Section   presents   the   study   team's    findings  and  recommendations.      The 
team  conducted   extensive   data-gathering   sessions   with  groups   in  all 
States  before  attempting    to  articulate   findings  and   develop 
recommendations.      The   group   interview  process  which   the    team  primarly 
used   in  the  data-gathering  sessions  is  described  in  detail   in  Appendix  C. 
The    team  used   this   process  with  the  management   teams   in   the   State   and 
District  Offices  and  with  at   least  one   other  specifically   identified  work 
group  in  each  State  Office.     Groups  in  both  the  State  and  District 
Offices  discussed  and   defined   the  role   of  the   State  Office,    identified  a 
wide   range  of  organizationally  related   problems   and   issues,   and   developed 
a  variety  of   solutions  and  model  organizational  structures    to   solve  the 
organizational  problems   and   fulfill  the   role  of   the   State  Office. 

Many  of   the   problems   and   issues   identified   by  work  groups   in  State  and 
District  Offices    fall  into  a  category  focusing  on  vague  or   changing 
organizational   roles.      Specifically,    these   problems   revolve   around   the 
changing  or  altered  role  of  the   State  Office  as  a  whole,   the   unclear 
roles   of   organizational   components  within   the   State  Office,   or  changing 
and  unclear  roles  of  the  State  Office   in  relation   to  those  of  the 
District  Office  and  Resource  Areas.     Another  general  category  of   problems 
identified   by  the  work  groups   dealt  directly  with  the  organizational 
structure  and   the   functions   performed   by   its  various  elements.      Many  of 
these   focus  on  the  location  of  specific  programs  and  the   fragmentation  of 
program  components  dispersed   among   numerous  departments,    i.e.   sections, 
branches,  and  divisions. 

The  study   team  has   chosen    to   group  its    findings  and  recommendations   into 
two   general    categories    to   preclude  mixing   findings   and   recommendations 
pertaining   to  role  with  those   related    to  organizational  structure. 

Accordingly,   the   findings   are   grouped   as    follows: 

o     General   Role  and  Delegation   Issues 

-  The  role  of  the  State  Office  is   in  transition  and  there  is^ 
frequently  confusion  regarding  what  work  should  be   performed  by  the 
State  Office  and  what  should  be   performed  by  the  District  Offices. 
(No.   1.) 

-  In  most   program  areas,    staff  specialists  (or  skills)   are  present   in 
Resource  Areas,   District  Offices  and  State  Offices.      As  a  result, 
the   role   of   the   specialist   in  overall  program  implementation  and 
accomplishment   is   unclear.      (No.    2) 

-  For   a  variety  of  reasons  many  Divisions   in  the   State   Office   (most 
particularly,   but   not   exclusively,   P&EC  and   Resources)   have 
increased   in   size   to   perform  operational  work  that   can  be   performed 
in  the  District   Offices.      (No.    3) 
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-  The   role   of   certain   staff   specialists   in  all  Divisions   has   evolved 
and   expanded    to   accommodate   the   demands   of   the  Headquarters   Office, 
the   State  Director,   and   the  Division  Chiefs   for   immediate   response 
to   operational   issues   and   annual  work   plan   progress   in  their   program 
areas.    (No.    4.) 

-  The   State   Director's   span-of-control  cannot  be   significantly  reduced 
by  restructuring  the   State   Office  organization.      Lack  of  delegated 
authority   to   lower   levels   is   a  greater   infringement  on  the   State 
Director's   time   than   is   span-of-control.    (No.    5.) 

-  The  role   of  an  Associate   State   Director  remains  necessary   for 
ensuring   effective   performance   of   the   State  Office.    (No.    6.) 

-  There   is  variation  among   States   as    to    the   expected   future   role, 
direction,   and   emphasis   of   the   Public  Affairs   Staff.    (No.    7.) 

o     Organizational   Component  and   Functions    Issues 

-  The  organizational  separation  of  the  resource  management  functions 
from  the  planning  and  environmental  coordination  functions  creates 
fragmentation  and  overlap  of  total  resource  program  responsibili- 
ties.     (No.   8.) 

-  There  is  a  high  level   of  concern  in  State  and  District  Offices  over 
the   fragmentation  of   lands  and   minerals  responsibilities  at   the 
State  Office,   and   there   is  confusion  over   the   roles  which   the 
several   State  Office   Divisions   have   in  the   lands  and  minerals 
program  area.      (No.    9.) 

-  Aviation  Management  and   Safety  are  important,   but  relatively 
uncontroversial   programs   whose   placement  or   proposed   placement 
varies   from  State   to   State.   In  order   to  maintain  a  fairly  consistent 
organization  structure,   standard  placement  needs   to  be   addressed. 
(No.   10.) 

-  Special  project  organizations,   in  those   State  Offices   that  have 
them,  are  either   performing  long-term  project  tasks  that  are  more 
appropriately  the  responsibility  of   the  District  Offices  or  they  are 
performing  project  coordination  functions  that  could  be  adequately 
monitored  within  existing  organizational  components  at  the  State 
Office.      (No.   11.) 

-  The  responsibilities  for  providing  various  kinds  of  information  and 
service  to  the  public  are  dispersed  throughout  the  State  Office  and 
are  not  well   suited   for   optimum  service    to  the  public.      (No.    12.) 
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-  Information  systems  and  functions  (automated  data  processing, 
telecommunications,  remote  sensing  and  other  electronic  systems 
services)  are  fragmented  throughout  the  State  Office  organization 
causing,  in  part,  less  than  optimum  development  and  use  of  automated 
systems.  There  is  fragmentation  of  skills  and  in  addition,  there  is 
a  lack  of  knowledge,  and  understanding  of  the  whole  area  of  automated 
data  processing  and  systems.   (No.  13.) 

-  The  elements  comprising  the  budgeting  cycle  and  process  are 
fragmented  even  though  budgeting  should  be  a  total ,  integrated 
process  including  (1)  long-range  financial  planning  (packages);  (2) 
multlyear  budgeting  (Four-Year  Authorization);  and  (3)  AWP 
preparation,  approval  and  monitoring.   (No.  14.) 

-  There  is  great  variation  in  the  quality  and  quantity  of  printing, 
graphic  arts,  and  publications  support  needed  and  received  by  the 
various  State  Offices.  Many  opportunities  still  exist  for  more 
efficiency  and  economy  in  meeting  our  publication  needs,  as  well  as 
for  achieving  improvements  in  quality.  (No.  15.) 

-  At  this  time  only  California  has  a  Ranger  Program,  and  there  is  no 
Bureau-wide  policy  regarding  the  organizatonal  placement  of  the 
visitor  service  and  law  enforcement  aspects  of  the  program. 
(No.  16.) 

-  There  is  considerable  difference  of  opinion  in  the  State  Offices 
over  the  ability  of  the  EEO  Staff  to  perform  effectively  while 
separated  from  the  personnel  services  functions.   (No.  17.) 

-  Because  the  Bureau's  fire  responsibilities  are  predominantly  located 
in  the  operational  components  of  the  organization,  the  primary 
emphasis  concerning  fire  has  been  oriented  toward  control  and 
suppression  rather  than  use  of  fire  as  a  resource  management  tool. 
(No.  18.) 

-  The  Bureau's  mapping  program  is  fragmented  and  it  is  generally  not 
clear  as  to  what  the  mapping  program  consists  of  nor  who  has 
responsibility  for  the  functions.   (No.  19.) 

-  The  ten  years  that  have  elapsed  since  adoption  of  the  current 
organization  have  placed  stresses  on  and  yielded  changes  to  the 
State  Office  organization  that  require  resolution  through 
modification  of  the  structure.   (No.  20.) 

In  the  following  recommendations  the  Division  titles  refered  to  are: 

o  Division  of  Resources. 

o  Division  of  Operations  (Technical  Services  In  current  organization). 

o  Division  of  Administration  (Management  Services  in  current 
organization) . 
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FINDING  NO.  1 

The  role  of  the  State  Office  Is  in  transition  and  there  is  frequently 
confusion  regarding  what  work  should  be  performed  by  the  State  Office 
and  what  should  be  performed  by  District  Offices. 

Work  groups  in  State  and  District  Offices  mentioned  many  problems 
associated  with  the  unclear  and  changing  role  of  the  State  office.   The 
study  team  found  that  the  items  most  frequently  cited  as  evidence  of  this 
confusion  in  role  and  work  responsibility  were: 

o  Excessive  review  of  products  by  the  State  Office  staffs. 

o  Unnecessary  duplication  of  skills  between  State  and  District  Offices 

o  Excessive  staffing  at  the  State  Office  that  permits  State  Office  staff 
specialists  to  become  involved  in  operational  matters. 

o  Reluctance  on  the  part  of  State  Office  specialists  to  accept  a 
non-operational  role. 

o  A  perception  that  Districts  serve  the  State  Office  rather  than  the 
State  Office  providing  support  and  guidance  to  the  Districts. 

In  the  past  the  State  Office  role,  out  of  necessity,  was  heavily  oriented 
toward  operations  and  review  of  District  Office  work.   In  addition,  it 
provided  scarce  skills,  particularly  in  the  Division  of  Resources,  to 
carry  out  the  provisions  of  FLPMA,  NEPA  requirements,  and  other  legal,  or 
regulatory  requirements.   However,  members  of  work  groups  generally 
agreed  that  Districts  and  Resource  Areas  have  increasingly  staffed  those 
same  scarce  skills.   As  a  result,  in  most  program  areas,  the  same 
professional  skills  are  now  found  in  the  Resource  Area,  the  District 
Office,  and  the  State  Office.   Work  group  members  stated  that  as  a 
consequence,  work  planned  or  accomplished  at  the  Resource  Area  level  is 
often  reviewed  by  the  District  Office  and  then  by  the  State  Office. 
There  is  general  agreement  that  the  Bureau  cannot  afford  the  program 
delays  nor  the  inefficient  distribution  of  positions  caused  by  this 
arrangement,  and  that  a  clear  definition  of  responsibility  at  each 
organizational  level  is  imperative. 

In  addition,  there  is  widespread  belief  that  the  State  Office  is 
neglecting  long-term  policy  setting,  technical  training,  and  periodic 
program  evaluation  responsibilites  becasue  it  is  too  operational  in  its 
product  and  decision  reviews. 
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RECOMMENDATION  NO.  1 

The  role  of  the  State  Office  for  the  1980' s  should  be  one  of  Statewide 
policy  setting,  facilitating  and  coordinating  Implementation  of  that 
policy,  communicating  policy  internally  as  well  as  outside  the 
organization,  and  monitoring  and  evaluating  program  effectiveness. 

Specifically,  State  Office  roles  will  fall  into  four  major  areas: 

o  Setting  policy  and  program  direction 

o  Facilitation  and  coordination 

o  Communication 

o  Monitoring  and  Evaluation 

Policy  and  Program  Directon 

o  Develop  statewide  policy,  program  planning  and  direction,  and  set 
priorities. 

o  Provide  for  participation  by  the  State  Director  with  the  Directorate  in 
national  policy  development. 

o  Provide  input  or  staff  support  in  program  policy  developed  by  the 
Headquarters  Office  Staffs. 

o   Provide  two-way  communication  between  national  policy  developers*  and 
the  implementers  on-t he-ground. 

o  Interpret  national  policy  for  application  and  implementation  within  the 
State. 

o  Ensure  that  BLM  policy  is  coordinated  and  consistently  applied 
statewide. 

o  Provide  for  ultimate  decisionmaking  authority  and  program  direction  by 
the  State  Director  for  BLM  responsibilities  within  the  State. 

Facilitation  and  Coordination 

o  Coordinate  multi-District  and  multi-State  projects  as  appropriate. 

o  Coordinate  program  objectives  in  order  to  achieve  mission  goals. 

o   Provide  procedural  guidance,  technical  assistance,  and  training  to  the 
field  as  needed. 
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o     Formulate   and  assemble   annual   and   long-range   budget   submissions   and 
allocate   funds  and   positions   in  coordination   with   District   Offices. 

o      Provide  necessary  operational   services   including  centralized 

administrative   support   services   and   scarce   skills   as   needed  and  when 

found  effective, 
o 

Provide  necessary  lands,    minerals,    land  records,   and   cadastral  survey 

services . 


Communications 


o  Serve  as  the  principal  point  of  contact  and  coordination  with  the 

governor,  State  agencies,  other  BLM  State  Office's,  Federal  agencies, 
Congressional  staffs,  and  statewide  organizations. 

o  Provide  Statewide  communication  to  enhance  public  understanding  of  BLM 
programs  and  land  management  issues. 

o  Provide  early  warning  to  Headquarters  and  Districts  on  sensitive 
issues . 

Monitoring  and  Evaluation 

o  Monitor  statewide  program  and  organizational  effectiveness  to  ensure 
that  objectives  are  met  and  identify  changing  priorities  and  needs. 

o  Conduct  periodic  evaluations  to  ensure  that  Bureau  standards  and 
resource  management  objectives  are  met.  . ' 

FINDING  NO.  2 

In  most  program  areas,  staff  specialists  (or  skills)  are  present  in 
Resource  Areas,  District  Offices,  and  State  Offices.  As  a  result,  the 
role  of  the  specialist  in  overall  program  implementation  and 
accomplishment  is  unclear. 

The  State  Office  frequently  reviews  District  Office/Resource  Area 
decisions  and  proposals,  analyzes  operating  budgets  in  detail,  and 
prescribes  specific  program  direction.  This  involvement  results  in  the 
State  Office  staff  often  engaging  in  operational  activities  of  the 
Districts.  For  example,  work  groups  noted  that  State  Office  staff 
"program  leaders"  may  ^nadvertently  exert  undue  influence  on  District 
program  operations  through  daily  contacts  with  counterparts  in  the 
Districts.   A  District  specialist  attempting  to  respond  to  a  line  manager 
and  a  State  Office  Program  Leader  is  often  at  a  loss  as  to  which  way  to 
move . 
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RECOMMENDATION  NO.  2 

Resolve  role  confusion  between  staff  specialists  at  different 
organizational  levels  by  delegating  management  responsibility  to  the 
lowest  possible  level  and  by  clearly  defining  roles  of  the  specialists  at 
each  level. 

Generally,  the  role  of  the  State  Office  staff  specialist  is  to  be 
nonope rational  and  less  review  oriented  to  the  District  Office  work. 
There  are  limited  exceptions  to  this  role  such  as  where  the  State  Office 
provides  scarce  speciality  skills  or  where  operational  programs  are 
clearly  assigned  to  the  State  office  (e.g.  Cadastral  Survey).  These 
should  be  well  defined  and  well  understood  exceptions,  however. 
Following  is  a  list  of  the  elements  that  when  melded  together  form  the 
nucleus  of  the  program  responsibilities  for  the  State  Office  staff 
specialist.   Clearly,  some  are  more  important  than  others,  but  the  level 
of  that  importance  may  vary  from  State-to-State.   None  of  these  is 
intended  to  become  an  area  of  specialization  nor  should  it  be  a  full-time 
task  in  itself.   Rather,  the  expectation  is  for  the  specialist  to  be 
able  to  perform  acceptably  in  all  these  areas.   An  exception  to  this 
might  be  the  need  for  a  "super"  technical  specialist  with  skills  that 
coincide  with  a  highest  emphasis  program  of  a  State.   This  type  of 
position  should  be  rare  rather  than  commonplace.  All  efforts  should  be 
made  to  staff  the  District  Offices  and  Resource  Areas  with  the  skills 
necessary  to  perform  the  technical  specialist  duties.   The  elements 
comprising  the  role  of  the  State  Office  Specialist  are: 

o  Interpretation  and  application  of  Bureau  policy  within  the  State 

o  Development  of  State  policy  guidance  within  programs 

o  Recommendation  of  priorities  within  programs 

o  Evaluation  of  program  effectiveness 

o  Program  advocacy 

o  Development  of  procedural  program  guidance 

o  Technical  program  direction  and  assistance 

o  Technical  training 

o  Knowledge  of  "state-of-the-art"  developments 

o  Program  liaison  with  other  agencies 
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The  role  of  State  Office  specialists  who  perform  as  program  leaders 
should  be  to: 

o  Develop  budget  preparation  directives 

o  Consolidate  other  office  budget  and  program  submissions 

o  Recommend  allocation  of  funds  and  workmonths 

o  Analyze  effectiveness  of  proposals  from  a  technical  standpoint 

o  Ensure  that  proposals  conform  to  policy 

In  many  respects,  the  elements  described  above  appear  to  be  similar  to 
several  of  the  funcions  prescribed  for  the  District  Office  in  the 
District  Office/Resource  Area  Study.   The  similarity  exists,  but  it  must 
be  judged  in  the  context  of  what  each  organizational  level  is 
respectively  performing.   Numerous  tasks  performed  by  the  State  Office 
are  simply  additional  aggregations  or  compilations  of  data  that  have 
already  been  performed  at  the  District  level.   Out  of  necessity,  however, 
these  aggregations  must  be  performed  at  the  State  Office  to  assemble 
statewide  submissions.   Each  organizational  level  performs  its  functions 
for  the  purpose  of  meeting  objectives  of  the  Bureau.  Each  organizational 
level  should  not  perform  functions  which  include  repetitive  review  and 
process  reiterations  of  the  level  below  it.   Although  functions  may 
appear  similar,  their  scope  and  responsibility  must  differ  substantially 
at  each  organizational  level. 

FINDING  NO.  3. 

For  a  variety  of  reasons  many  Divisions  in  the  State  Offices  (most 
particularly,  but  not  exclusively,  P&EC  and  Resources)  have  increased  in 
size  to  perform  operational  work  that  can  be  performed  in  the  District 
Offices. 

The  past  decade  has  yielded  substantial  evolutionary  growth  in  the  size 
of  the  State  Office  Divisions.   A  major  cause  for  this  was  a  perceived 
need  to  staff  at  the  State  Office  all  the  interdisciplinary  skills  needed 
to  meet  commitments  to  NEPA,  EIS  projects,  and  planning  efforts. 
Typically,  these  skills  remained  in  the  State  Offices  beyond  the  life  of 
the  project  and  even  after  the  District  Offices  acquired  their  own 
staffing  In  these  skills.  The  result  was  for  the  State  Office  Divisions 
to  operate  on  the  premise  that  a  major  role  of  the  State  Office  was  to 
perform  detailed  reviews  of  the  District  Office's  work.  Many  work  groups 
noted  that  the  duplication  of  skills  is  not  limited  to  a  single 
individual  at  the  State  Office  but  frequently  is  two  to  four  staff 
specialists  each  with  a  highly  specialized  skill  area.   This  has 
encouraged  intensive  review  of  District  Office  work  and  involvement  in 
District  on-the-ground  operational  work.   The  result  has  been  for  the 
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multidlscipline  skill  specialist  to  yield  to  the  narrowly  specialized 
skills  specialist.   This  tends  to  increase  the  volume  of  District  Office 
work  that  gets  reviewed  in  the  State  Office. 

RECOMMENDATION  NO.  3 

Staffing  levels  in  the  State  Office  Divisions,  particularly  the  Divisions 
of  Resources  and  P&EC,  should  be  reduced  through  adherence  to  the  new 
role  of  the  State  Office  and  Staff  Specialist. 

This  role  emphasizes  less  operational  involvement  in  District  Office 
work.   It  focuses  on  early  technical  assistance  and  evaluation  of  end 
results  rather  than  detailed  sequential  review  as  the  device  for  quality 
control  over  the  District  Office  products.   This  role  also  envisions 
using  multidlscipline  specialists  at  the  State  Office  whenever  possible, 
e.g.  range-watershed;  wildlife  for  all  species  categories;  recreation 
including  visual  and  wilderness  values;  etc  The  savings  in  positions 
should  be  assigned  to  the  Resource  Areas  to  enhance  the  skills  level  and 
mix  at  that  level  and  permit  more  staff  to  be  used  for  on-the-ground 
work.   The  State  Office  should  continue  to  provide  certain  scarce  skills 
that  would  be  underutilized  if  assigned  to  one  District  Office.   In  some 
specialties  it  should  provide  certain  very  select  high  level  technical 
skills  to  match  a  statewide  program  emphasis.   This  should  apply, 
however,  to  only  one  or  two  program  activities  in  any  State.   The 
District  Offices  and  Resource  Areas  should  be  staffed  with  more  of  the 
scarce  or  technical  skills  that  are  now  found  in  the  State  Office. 

FINDING  NO.  4 

The  role  of  certain  staff  specialists  in  all  Divisions  has  evolved  and 
expanded  to  accommodate  the  demands  of  the  Headquarters  Office,  the  State 
Director,  and  the  Division  Chiefs  for  Immediate  response  to  operational 
issues  and  annual  work  plan  progress  in  their  program  areas. 

State  Directors  and  Division  Chiefs  have  come  to  rely  upon  and  expect  the 
various  staff  specialists  to  be  current  with  operational  issues  and 
program  progress  on  an  office-by-office  basis.  This  has  required  the 
staff  specialist  (especially  program  leaders)  to  intensively  monitor  the 
progress  of  each  District  Office.  Many  States  have  also  incorporated 
program  analysts  into  some  of  the  State  Office  divisions  reinforcing  the 
view  that  the  State  Office  divisions  should  be  regularly  and  actively 
engaged  in  monitoring  District  Office  progress.   Much  of  this  involvement 
is  attributable  to  continuous  requests  for  information  and  updates  from 
the  Headquarters  Office.  Additionally,  there  is  the  belief  that  the 
Budget  Analysts  in  the  Division  of  Management  Services  are  not 
technically  knowledgeable  to  assess  on  their  own  the  propriety  of 
proposed  shifts  or  AWP  modifications  during  the  year. 
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RECOMMENDATION  NO.  4 


Staff  specialists  In  the  Divisions  should  not  be  expected  to  be  involved 
in  routine  annual  work  plan  tracking  and  review  matters. 

The  staff  specialist  cannot  be  expected  to  fulfill  the  new  role  if  he/she 
is  required  to  perform  routine  program  and  budget  monitoring.   Monitoring 
of  this  type  should  be  the  function  of  the  Budget  Staff  with  regular 
feedback  to  the  staff  specialists  with  program  leadership 
responsibilities.   The  Budget  Staff  will  be  able  to  provide  the  necessary 
program  summaries  and  updates  to  meet  management  needs  thus  obviating  the 
need  for  staff  specialists  in  the  Divisions  to  routinely  monitor  AWP  and 
budget.   Because  of  the  technical  program  nature  of  certain  activities 
surrounding  budgeting,  annual  work  plans,  and  modifications  it  is  not 
practical  to  exclude  staff  specialists  from  all  involvement  in  these 
areas.   Each  program  area  does  need  to  have  someone  to  identify  where  and 
why  Districts  are  not  meeting  AWP  commitments.   The  Budget  Staff  can 
identify  programs  with  problems  and  where  they  exist;  but  answering  why 
there  is  a  problem  and  how  to  correct  it  will  fall  to  program  leaders. 
Emphasis  must  be  given,  however,  to  minimizing  involvement  of  program 
staff  specialists  in  routine  budget  activities  and  maximizing  involvement 
of  Budget  Staff  specialists. 


FINDING  NO.  5 


The  State  Director's  span-of-control  cannot  be  significantly  reduced  by 
restructuring  the  State  Office  organization.   Lack  of  delegated  authority 
to  lower  levels  is  a  greater  infringement  on  the  State  Director's  time 
than  is  span-of-control. 

The  number  of  individuals  reporting  directly  to  the  State  Director  will 
not  be  substantially  diminished  through  reorganization  of  the  State 
Office  because  the  District  Managers  in  most  States  constitute  an  equal 
or  larger  number  of  individuals  than  those  supervised  in  the  State 
Office.   The  delegation  of  authority  from  the  State  Director  to  the 
Division  Chief  is  the  primary  factor  affecting  the  State  Director's 
span-of-control.   Thus,  the  greatest  controlling  factor  of  the  State 
Director's  time  is  the  ability  to  delegate  program  authority  to  lower 
levels. 

RECOMMENDATION  NO.  5 

Program  decision  authority  should  be  delegated  to  first  level 
supervisors  under  the  State  Director  allowing  those  individuals  to  act 
within  their  respective  areas  of  program  responsibility. 

Most  work  groups  in  District  and  State  Offices  agreed  that  increases  in 
formalized  delegation  of  program  authority  need  to  be  made  to  the  State 
Office  Division  Chiefs  to  accommodate  the  increasing  demands  made  on  the 
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State  Director  and  the  Associate's  time.   In  many  States  this  would 
involve  nothing  more  than  formal  acknowledgement  of  a  management  system 
that  now  operates  tacitly. 

The  team  engaged  in  considerable  discussion  over  the  extent  to  which 
authority  should  be  delegated  to  the  State  Office  Division  Chiefs.   Full 
delegation  of  line  authority  was  initially  considered  but  was  not 
recommended  by  the  team  because  of  the  need  to  reserve  certain  program 
decisions  to  the  sole  authority  of  the  State  Director/ Associate  State 
Director.   The  team  recommends  that  State  Office  Division  Chiefs  receive 
additional  delegated  authority.   This  is  accomplished  partially  by  making 
the  State  Office  Division  Chiefs  responsible  for  issuing  instructions  and 
guidance  within  their  program  areas.   However,  only  the  State  Director 
may  issue  instructions  that  make  changes  to  previous  policy 
Interpretations  that  affect  on-the-ground  program  management. 
Additionally,  Division  Chiefs  should  be  allowed  to  adjust  statewide 
operating  budget  and  program  priorities  within  a  program  area  when  needed 
to  accommodate  program  exigencies.   The  Division  Chiefs  may  make  such 
changes  even  though  more  than  one  office  may  be  affected,  but  changes 
should  be  made  only  with  close  involvement  of  all  affected  State 
management  team  members.   Operating  budget  and  program  changes  between  or 
among  programs  are  reserved  to  the  State  Director.   The  team  engaged  in 
considerable  discussion  over  whether  Division  Chiefs  need  only  consult 
with  affected  offices  or  receive  concurrence  before  making  a  budget  or 
program  priority  change,  there  was  some  concern  that  a  Division  Chief 
could  shift  work  months  and  money  over  the  objections  of  the  affected 
offices  if  only  consultation  were  required.   Nevertheless,  for  a  State 
Office  Division  Chief  to  effectively  carry  out  statewide  programs  on 
behalf  of  the  State  Director,  the  Division  Chief  must  have  the  authority 
to  make  necessary  budget  or  program  changes.   The  intent  of  delegating 
additional  authority  to  the  State  Office  Division  Chiefs  is  to  reduce  the 
flow  of  issues  that  go  to  the  State  Director.   If  the  Division  Chiefs  do 
not  judiciously  exercise  the  use  of  their  authority  it  could  result  in 
raising  an  even  greater  number  of  issues  to  the  State  Director.  In  such 
an  instance,  the  State  Director  may  find  it  necessary  to  withdraw 
previously  granted  delegations  of  authority.   The  specific  delegations 
that  each  State  Director  makes  are  to  be  implemented  through  the  State 
Office  supplement  to  Bureau  Manual  1203. 

Delegating  authority  to  the  first  level  supervisors  places  considerable 
added  responsibility  upon  these  individuals.  Key  among  these  is  the 
necessity  for  increased  coordination  among  the  officials  to  avoid  the 
Issuance  of  conflicting  directives  and  the  generation  of  cumulative  and 
unmanageable  workloads  at  the  lower  levels  of  the  organization.  Toward 
this  end,  a  management  team  approach  can  be  an  effective  device  to 
facilitate  statewide  management  and  foster  coordination  and  cooperation 
among  District  Managers  and  State  Office  Division  Chiefs.   The  management 
ream  concept  is  intended  to  provide  all  line  and  State  Office 
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managers  with  the  opportunity  to  be  involved  in  the  establishment  of 
organizational  goals  and  the  development  of  objectives  to  integrate 
progam  activities.   It  is  not  intended  to  remove  the  line  manager  from 
having  the  ultimate  responsibility  for  final  decisions  nor  does  it  mean 
that  routine  decisions  should  not  be  made  on  a  routine  basis  by  the  line 
manager.  Management  teams  are  an  effective  way  of  achieving  greater 
participation  in  a  number  of  areas  including: 

o  Policy  development  and  establishment  of  goals 

o  Program  direction  development  and  formulation  of  objectives 

o  Priority  setting  and  development  of  action  plans 

o  Assessing  efficiency  and  performance  of  operations 

o  Problem  solving  and  conflict  resolution 

o  Allocation  of  funds  and  staffing  and  management  of  personnel 

FINDING  NO.  6 

The  role  of  an  Associate  State  Director  remains  necessary  for  ensuring 
effective  performance  of  the  State  Office. 

At  the  March  1981  State  Director's  meeting  in  Phoenix,  Arizona,  an  area 
of  discussion  was  the  role  of  the  State  Director  and  Associate  State 
Director.   Through  that  discussion  it  was  apparent  that  the  external 
demands  on  the  State  Director's  time,  e.g.,  meetings  with  State  and 
regional  officials,  had  been  Increasing  substantially  over  the  past 
decade.  As  a  consequence,  an  Associate  Is  becoming  essential  to  running 
the  daily  Internal  operations  of  the  organization.   Through  the  State 
Office  group  interviews,  a  generally  similar  conclusion  was  reached. 

RECOMMENDATION  NO.  6 

The  role  of  the  Associate  State  Director  should  be  geared  to  running  the 
daily  operations  of  the  Statewide  organization  while  the  State  Director 
should  concentrate  on  external  matters  and  long-range  strategies. 

The  Associate  State  Directors  have  a  vital  role  to  play  In  keeping  the 
organization  running  effectively  and  efficiently  and  in  the  direction 
prescribed  by  statewide  policy  and  program  direction.  The  Associate 
should  be  particularly  attentive  to  budgetary  matters,  AWP 
accomplishments,  midyear  review,  daily  direction,  personnel  management, 
and  Internal  problem  resolution.  He/she  has  major  responsibilities  in 
conducting  general  management  evaluations  to  ensure  that  quality  work  is 
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being  performed  throughout  the  organization.   The  State  Director,  on  the 
other  hand,  must  have  sufficient  time  and  opportunity  to  cultivate 
positive  working  relationships  with  the  various  publics,  interest  groups, 
and  local,  State,  and  Federal  agencies.   The  State  Director  should  assume 
the  lead  in  developing  strategy  for  long-range  policy  direction  and 
program  development.  The  State  Director  has  the  principal  role  in 
leadership  of  the  statewide  management  team. 

The  working  responsibilities  of  the  Associate  and  the  State  Director, 
however,  must  be  tailored  to  their  respective  managerial  styles.   The 
ideal  situation  is  one  where  the  State  Director  maintains  a  strong 
outside  presence  and  the  Associate  manages  the  internal  workings  of  the 
organization.  The  State  Director  must,  however,  maintain  a  working 
knowledge  of  what  is  going  on  in  the  organization  .and  the  Associate  must 
be  cognizant  of  the  public  and  other  agency  positions.   The  State 
Director  should  provide  some  opportunities  for  the  Associate  to  be  active 
in  external  matters. 

FINDING  NO.  7 

There  is  variation  among  States  as  to  the  future  role,  direction,  and 
emphasis  of  the  Public  Affairs  Staff. 

In  all  States,  the  Public  Affairs  Staff  reports  to  the  State  Director  but 
therein  the  similarity  ends.   The  emphasis  given  to  public  affairs 
matters  differs  widely.   In  some  States,  the  Public  Affairs  Staff  Is  used 
predominantly  to  issue  news  releases  and  coordinate  responses  to 
congressional  inquiries.   In  others,  a  more  active  role  is  played  in 
assisting  public  involvement  and  participation  programs.   A  few  States 
at  this  time,  are  looking  to  an  enhanced  role  for  Public  Affairs  Staff  to 
bring  it  to  the  forefront  of  all  public  contact  and  public  input 
activities. 

RECOMMENDATION  NO.  7 

The  State  Office  role  of  the  Public  Affairs  Staff  for  the  1980* s  should 
he  one  of  active  involvement  in  providing  leadership  and  strategies  to 
ensure  public  participation  and  input  Into  the  appropriate  stages  of 
resource  management  decisionmaking. 

A  traditional  news  media  orientation  to  public  affairs  will  no  longer 
satisfy  the  Bureau's  needs  in  this  area.   BLM's  activities  are  now  under 
such  political  and  public  scrutiny  that  It  needs  to  be  more  active  in 
managing  public  input  In  the  early  stages  of  the  decisionmaking  process 
1S  well  as  during  execution  of  a  program  or  project.   Additionally, 
skills  in  public  affairs  need  to  be  developed  so  that  the  Bureau  can  best 
use  the  information  available  from  outside  sources  through  public 
meetings  and  other  public  involvement  programs-   This  includes  design  of 
systems  for  public  Input,  analysis  of  public  contact,  conflict 
.nanagement,  public  affairs  program  management,  and  cooperative 
relations . 

Ill  -  13 


This  expanded  role  makes  public  affairs  a  principal  ingredient  to 
successful  resource  program  management.   As  such,  it  is  appropriate  that 
Public  Affairs  report  as  staff  to  the  State  Director  so  that  it  can  carry 
the  direct  influence  of  the  State  Director's  office.   Because  of  the 
importance  and  sensitivity  attached  to  public  affairs  activities,  the 
team  concludes  that  a  staff  relationship  to  the  State  Director  is  a 
requirement. 

FINDING  NO.  8 

The  organizational  separation  of  the  resource  management  functions  from 
the  planning  and  environmental  coordination  functions  creates 
fragmentation  and  overlap  of  total  resource  program  responsibilities. 

When  the  Planning  Coordination  Staff  (PCS)  was  established  ten  years  ago, 
the  Bureau  was  installing  a  comprehensive  system  for  land  use  planning 
and  resource  allocation.   An  advocacy  group  was  needed  at  the  State 
Office  level  to  give  the  program  visibility,  to  capture  funds  and 
personnel,  and  to  give  impetus  to  the  program  at  the  field  level. 
Shortly  thereafter,  the  responsibilities  for  implementing  the  newly 
passed  NEPA  were  added  to  PCS  for  the  same  reasons-   Today,  with  the 
exception  of  implementing  the  new  Planning  System  (Resource  Management 
Plans)  these  programs  are  generally  becoming  routine  as  a  day-to-day 
operation,  the  organization  at  all  levels  is  experienced  in  their 
application,  and  field  offices  are  becoming  increasingly  proficient  in 
dealing  with  the  responsibilities. 

The  present  State  Office  structure  includes  both  a  Division  of  Resources 
and  a  Division  of  Planning  and  Environmental  Coordination  (P&EC),  each 
with  some  responsibilities  in  the  areas  of  land  use  planning  and 
environmental  assessment. 

Generally,  P&EC  is  responsible  for  ensuring  that  the  land  use  planning 
and  NEPA  regulations  are  Implemented  according  to  policy,  that  the  proper 
procedures  are  employed,  that  the  proper  data  are  included  and  analyzed, 
and  that  the  overall  quality  of  the  documents  is  up  to  Bureau  standards. 
Simultaneously,  the  Division  of  Resources  ensures  that  the  resource  data 
included  are  sound,  that  data  analysis  is  technically  correct,  and  that 
conclusions  drawn  are  scientifically  supported  by  the  data.   The  Division 
also  ensures  that  resource  recommendations  and  decisions  are  technically 
sound  and  technically  irapleraentable . 

The  two  areas  of  responsibility  appear  clearly  enough  defined  that 
coordination  should  not  be  a  problem.  However,  activities  in  one  area 
often  dictate  action  in  the  other.   For  example,  if  P&EC  specifies  that  a 
certain  level  of  resource  data  is  required  to  comply  with  planning 
regulations,  it  may  be  incidentally  dictating  Inventory  procedures  and 
methodology,  commitment  of  personnel  and  funds,  and  scheduling  at  the 
expense  of  other  activities.   Most  of  the  latter  are,  by  and  large, 
resource  program  responsibilites . 
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The  question  of  which  of  the  two  Divisions  the  District  Office  should 
call  for  advice  is  particularly  burdensome  and  frustrating.   The  skills 
available  in  the  two  staffs  are  frequently  duplicated  and  technical 
resource  advice  is  available  on  both  fronts.   Of  the  large  number  of 
"environmental  coordinators"  presently  listed  in  the  Tables  of 
Organization  of  the  majority  of  States,  most  are  personnel  who  have 
transfered  out  of  a  resource  management  organization  (usually  District 
Office  or  State  Office  Divisions  of  Resources)  into  the  P&EC  staff.   They 
bring  with  them  not  only  an  educational  background,  but  field  experience 
in  resources  as  well.   Unfortunately,  this  often  causes  them  to  operate 
outside  the  limits  of  their  responsibility.  This  is  a  circumstance  not 
wholly  the  fault  of  organization,  but  one  which  the  organizational 
splitting  of  functions  tends  to  perpetuate.   Over  the  years,  most  States 
have  attempted  to  resolve  this  dilemma  through  role  definition  or 
clarification.   This  appears  not  to  be  a  feasible  solution  as  the  work 
groups  continually  identified  significant  problems  in  this  area.  Role 
clarification  has  not  worked  because  the  activities  of  the  two 
organization  are  too  intertwined. 

Maintaining  two  separate  organizations  with  closely  paralleling  and 
frequently  overlapping  responsibilities  requires  an  equal  overlap  of 
skills.  At  present,  of  the  150  or  so  professional  employees  in  P&EC  in 
the  western  contiguous  States,  nearly  one-third  are  Natural  Resource 
Specialists,  Wildlife  Biologists,  Range  Conservationists,  etc.  by  title. 
With  few  exceptions,  the  environmental  coordinators  also  have  resources 
backgrounds  as  mentioned  earlier.   In  apparent  contradiction,  only  six 
percent  are  shown  as  Regional  Planners,  Community  Planners,  or  similar 
titles,  and  only  about  20  percent  are  Social  Scientists  of  one  kind  or 
another. 

RECOMMENDATION  NO.  8 

The  current  Divisions  of  P&EC  and  Resources  should  be  combined  into  one 
Division,  with  combined  functional  responsibility  for  planning, 
environmental  coordination,  and  resource  management. 

Few  of  the  proposed  organization  models  developed  by  the  work  groups  in 
the  study  retained  P&EC  as  an  organizational  entity.  Almost  without 
exception,  work  groups,  including  those  with  representation  from  P&EC 
staffs,  believed  the  responsibility  for  land  use  planning  coordination 
and  environmental  coordination  should  be  merged  with  the  Division  of 
Resources.   Further  interviews  and  discussion  among  team  members  and 
advisors  supported  that  proposal.   In  addition,  most  work  groups 
recommended  that  operational  aspects  of  the  programs  still  remaining  in 
some  State  Offices  be  delegated  to  the  Districts  with  the  State  Office 
role  limited  to  assistance  and  evaluation,  not  review  and  critique.   This 
supports  the  necessity  for  a  different  organizational  alignment  of  these 
duties  in  the  District  Office  than  in  the  State  Office. 

The  study  team  carefully  assessed  the  gains  and  losses  of  «"8^  *}f 
into  the  Division  of  Resources.   By  merging  the  organizations  there  Is 
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a  loss  of  the  independent  multiresource  coordinating  role  now  provided 
directly  to  the  State  Director.   There  is  also  an  implied  reduction  in 
the  importance  of  State  Office  planning  and  environmental  respons- 
ibilities.  On  the  other  hand,  several  factors  indicate  that  a  P&EC 
Division,  independent  of  the  Division  of  Resources,  is  no  longer 
necessary  or  desirable  at  the  State  Office  level.   The  current 
difficulties  with  fragmented  program  responsibilities  are  already 
documented.   The  cross-divisional  coordinating  responsbilities  between 
P&EC  and  Resources  are  proving  to  be  burdensome.  And,  the  active  State 
Office  operational  role  has  changed  with  the  District  Offices  and 
Resource  Areas  assuming  greater  responsibilities  for  planning  and 
environmental  documents. 

The  team  recommends  the  merger  of  the  P&EC  functions  into  the  Division  of 
Resources.   However,  to  prevent  diluting  the  importance  of  the  planning 
and  environment  functions,  and  to  continue  providing  long-range 
multiprogram  coordination  and  policy  analysis  at  the  State  Office  level, 
the  team  recommends  establishment  of  a  P&EC  Staff  reporting  to  the  Chief, 
Division  of  Resource. 

FINDING  NO.  9 

There  is  a  high  level  of  concern  in  State  and  District  Offices  over  the 
fragmentation  of  lands  and  minerals  resposibllities  at  the  State  Office, 
and  there  is  confusion  over  the  roles  which  the  several  State  Office 
Divisions  have  in  the  lands  and  minerals  program  area. 

Lands  and  minerals  responsibilities  in  the  current  State  Office 
organization  are  assigned  as  follows: 

o   Division  of  Resources 

Program  leadership 

Policy  guidance 

-  Technical  assistance 

-  Evaluation 

o  Division  of  Technical  Services 

-  Adjudication  of  lands  and  minerals  applications 
Issuance  of  leases,  patents  and  other  title  documents 
Appraisal  of  lands  and  minerals 
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o  Division  of  Management  Services 

-  Maintenance  of  public  land  and  survey  records 
Operation  of  the  "public  room" 

-  Receipt  of  lands  and  minerals  applications 

-  Recordation  and  adjudication  of  mining  claims 
o  Office  of  Public  Affairs  (in  some  States) 

-  Operation  of  the  "public  room" 

The  State  Office  actually  performs  two  separate  and  distinct  roles  in  the 
lands  and  minerals  program.   These  are: 

o  A  resource  program  role  which  provides  program  leadership,  policy 
guidance,  technical  assistance  and  evaluation  to  the  State  Director, 
the  District  Offices,  and  to  the  operational  units  in  the  State  Office. 
This  staff  role  for  lands  and  minerals  is  identical  to  the  staff 
responsibilities  which  the  State  Office  has  for  other  resources,  such 
as  range,  forestry,  wildlife,  recreation,  etc. 

o  An  operational  role  which  maintains  the  public  land  status  and  survey 
records;  receives  and  processes  land  and  minerals  applications;  Issues 
permits,  leases,  patents,  and  other  title  documents;  and  records  mining 
claims.   This  operational  role  centers  around  the  official  public  land 
status  and  survey  records  that  are  housed  at  the  State  Office,  and  the 
requirements  in  law  and  regulation  that  the  State  Office  Is  the 
official  place  for  filing  certain  applications  for  the  disposal  of 
lands  and  minerals  resources  and  for  recording  mining  claims. 

The  State  Office  work  groups  repeatedly  expressed  concern  that  the 
current  system  separates  the  operational  people  into  multiple 
organizational  components  although  they  must  work  closely  together  to 
provide  service  to  the  public  and  to  expedite  lands  and  minerals  case 
processing.   This  frequently  causes  unnecessary  delays  in  case  processing 
because  each  case  must  be  processed  sequentially  by  the  various 
organizational  units.   However,  because  the  responsible  units  report  to 
different  Division  chiefs  they  often  have  different  work  priorities  and 
none  has  control  of  the  whole  process.  This  causes  frustration, 
irri ration,  and  communications  barriers  among  the  organizational  units  to 
further  increase  inefficiencies.   The  organizationally  circuitous  route 
that  casework  must  follow  through  the  State  Office,  with  no  common  points 
of  accountability  below  the  State  Director,  was  one  of  the  organizational 
problems  most  frequently  cited  by  the  work  groups. 
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Another  area  repeatedly  mentioned  as  troublesome  is  the  relationship  of 
the  District  Offices  to  the  State  Office  on  lands  and  minerals  matters. 
A  major  portion  of  lands  and  minerals  contact  between  District  Offices 
and  State  Offices  relates  to  individual  case  processing  applications. 
Field  Office  personnel  state  that  they  are  often  uncertain  about  whom  to 
contact  in  the  State  Office  organization  for  advice  and  guidance. 
Furthermore,  they  often  get  conflicting  advice  on  lands  and  minerals 
matters  from  the  different  State  Office  Divisions.   This  occurs  because 
of  a  poorly  defined  or  poorly  enforced  separation  of  program  and 
operations  functions  between  the  Division  of  Resources  and  the  Division 
of  Technical  Services.   The  operational  lands  and  minerals  people  in 
Technical  Services  and  Management  Services  have  become  involved  in  giving 
advice  and  counsel  on  policy,  procedural,  and  priority  matters  that  are 
actually  the  responsibility  of  the  Lands  and  Minerals  Program  Leaders  in 
the  Division  of  Resources. 

RECOMMENDATION  NO.  9 

To  the  extent  that  the  State  Office  performs  lands  and  minerals  casework 
operational  functions,  those  functions  should  be  merged  into  one 
organizational  unit  as  a  Branch  within  the  Division  of  Operations. 
Organizational  separation  should  be  maintained  between  the  lands  and 
minerals  program  responsibilities  and  the  lands  and  minerals  operations 
responsibilities . 

Almost  all  work  groups  recommended  the  merger  of  the  lands  and  minerals 
operation  functions  as  a  means  of  overcoming  the  lack  of  accountability 
and  control  over  the  case  processing  components  performed  in  the  State 
Office.  This  merger  would  include  lands  and  minerals  adjudication, 
public  land  and  survey  records,  dockets,  mining  claim  recordation,  public 
room,  and  accounts.   The  merger  would  provide  a  more  streamlined  and 
efficient  operation  where  work  priorities  are  consistent  and  there  is  a 
better  atmosphere  for  building  teamwork  within  an  organization.   It  would 
also  provide  an  organization  that  would  expedite  land,  and  mineral 
disposal  actions.   Consolidating  these  operational  functions  makes  the 
organization  readily  adaptable  to  future  decentralization  should  any  of 
these  functions  be  wholly  or  partially  delegated  to  lower  organizational 
levels. 

The  confusion  over  the  source  of  lands  and  minerals  program  and  policy 
guidance  and  conflicting  advice  is  not  an  organizational  problem.  It  can 
be  best  solved  by  management  direction  and  role  definition.  Unlike  the 
P&EC/Resources  problem,  a  separation  of  responsibilities  is  identifiable 
ind  enforceable  because  of  the  distinction  that  can  be  drawn  between 
operational  activities  and  policy/program  lead  activities.  The  team 
firmly  believes  that  it  is  important  to  keep  the  lands  and  minerals 
program  and  policy  responsibilities  in  the  Division  of  Resources  as  part 
of  the  full  complement  of  resource  programs  for  integrated  multiple-use 
policy  making  and  conflict  resolution.   The  lands  and  minerals  program 
leaders  in  the  Division  of  Resources  have  the  responsibility  for  program 
and  policy  guidance,  budget  development,  technical  assistance  and 
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evaluation  relating    to    the   lands   and   minerals    programs   as   carried   out    in 
both   the   District   Offices   and   in  the   State   Office   operational   unit. 
Questions   concerning   land  use  decisions,    program  priorities,    lands   and 
minerals   policy,    field   procedures,   and   budgets   should   be   directed   to   the 
Division  of  Resources.      Case-oriented   questions,    particularly   those 
related    to   the  requirements   of   law  and   regulations,    land  status,  and 
qualifications   of  applicants   should   be   directed   to   the  Lands   and  Minerals 
Operations   unit. 

Until   such   time  as   the  Bureau  adopts  a   different  method   of    portraying  and 
maintaining   the  official   public   land   status  and   survey  records,    this 
operational   role   of   the   State   Office  needs    to  continue.      Ultimately, 
electronic   data  processing   systems   should  make   it   feasible   to  maintain 
up-to-date   official  public   land  status  records  at  each   field   office. 
Each   field  office  would  then,  be  able   to   receive  applications  and  filings 
for  mining  claim  recordation.      At  that   time,  the   operational  role  and 
functions   of   the   State  office  will   change   significantly. 

FINDING   NO.    10 

Aviation  Management  and  Safety  are  important,  but  relatively 
uncontroversial  programs  whose  placement  or  proposed  placement  varies 
from  State  to  State.   In  order  to  maintain  a  fairly  consistent 
organizational  structure,  standard  placement  needs  to  be  addressed. 

In  discussions  with  the  State  groups  the  team  found  that  aviation 
management  has  historically  been  in  the  Division  of  Technical  Services 
because  the  predominant  user  of  aircraft  has  been  with  the  fire  program. 
In  recent  years,  however,  aircraft  use  by  the  Bureau  has  expanded 
considerably  especially  in  resource  management  program  activities. 

The  safety  program  is  normally  managed  by  the  Division  of  Technical 
Services  although  in  some  States  it  is  in  the  Division  of  Management 
Services.   Work  groups  stated  that  the  rationale  for  locating  safety  in 
Technical  Services  is  based  on  the  perception  that  most  safety  problems 
are  associated  with  the  type  of  work  being  directed  out  of  Technical 
Services,  e.g.  road  building,  fire  suppression.  However,  the 
Headquarters  Safety  Staff  stated  that  because  the  program  is  one  which 
deals  largely  with  human  behavior  and  education,  it  ties  more  closely  to 
the  functions  assigned  to  Management  Services. 

RECOMMENDATION  NO.  10 

The  aviation  management  and  safety  programs  should  be  located  in  the 
Division  of  Administration  in  all  Bureau  State  Offices 

Because  of  considerably  expanded  use  of  aircraft  services  by  the  Bureau 
field  offices,  aviation  management  now  needs  to  be  performed  for  a  wider 
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variety  of  program  activities  than  just  the  fire  program.   Aircraft 
management  is  in  part  a  procurement  or  contract  service  of  the  kind  that 
is  now  generally  performed  by  Management  Services.   However,  aircraft 
management  also  requires  some  additional  managerial  attention  to  obtain 
the  proper  aircraft  for  the  job;  coordinate  the  use  of  contracts  and 
available  aircraft  to  get  the  most  cost  effective  use  possible;  monitor 
aircraft  safety  and  standards  requirements,   e.g.  pilot  credentials;  and 
perform  flight  tracking  responsibilities.   The  team  believes  administra- 
tive personnel  are  as  capable  of  being  trained  in  and  performing  these 
duties  as  are  technical  personnel.   Interviews  at  the  Boise  Interagency 
Fire  Center  suggest  that  this  is  a  practical  approach.   Similarly,  safety 
is  a  Bureauwide  program  that  Is  affected  by  the  daily  working  environment 
of  all  personnel.   It  is  not  predominantly  a  technical  or  operations 
program.   Therefore,  it  should  also  be  placed  with  the  administrative  and 
management  services. 

FINDING  NO.  11 


Special  project  organizations,  in  those  State  Offices  that  have  them,  are 
either  performing  long-term  project  tasks  that  are  more  appropriately 
the  responsibility  of  the  District  Offices  or  they  are  performing  project 
coordination  functions  that  could  be  adequately  monitored  within 
existing  organizational  components  at  the  State  Office. 

There  was  considerable  discussion  among  work  group  members  during  the 
course  of  the  study  regarding  the  need  for  a  permanent  Special  Projects 
Staff  in  the  State  organization.   Generally,  "special  projects"  means 
major  energy  development  and/or  transmission/transportation  initiatives 
such  as  MAPCO  pipeline,  Allen-Warner  Valley  generating  plant,  and 
Northern  Tier  Pipeline.   As  presently  structured,  these  staffs  serve  as 
coordinators/facilitators  for  these  projects,  although  some  staffs 
actually  prepare  the  Environmental  Impact  Statement  (EIS)  and  other 
necessary  documents.   Some  carry  their  involvement  through  post 
construction  compliance  as  well. 


Of  the  organizational  models  developed  by  the  work  groups,  virtually  none 
retained  a  Special  Projects  Staff  as  a  part  of  the  permanent 
organization.   District  Office  work  groups  were  particularly  insistent 
that  the  Special  Project  Office  work  be  assigned  to  the  Districts. 
Discussion,  however,  indicated  a  need  for  a  State  Office  focal  point  for 
certain  major  projects  from  time  to  time. 

Some  considerations  supporting  Special  Project  Staffs  are: 

o   Provides  coordination  for  multi-District  projects  and  relieves  District 
of  coordinating  workload. 


o   Provides  a  State  Office  contact  for  multi-State  projects,  particularly 
whero  more  than  one  District  per  State  may  be  involved. 
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o      Provides   a  mechanism  to  keep   the   State  Director  closely  informed   of 
status  and   problems. 

o     Provides   a   single   point   of  coordinating  contact    for  other   agencies  and 
applicants   involved   in  major  projects. 

o     Enables   ready  access  of   the   State  Director   to   sensitive   projects. 
Some   considerations   against   Special   Project   Staffs   are: 

o     Workload   fluctuates  tremendously  and  the   staff  cannot  readily  be 

assigned    to   other  work  at  the   State   Office.      If  responsibility  were   to 
rest  with   the  Districts,    the   same  workload   fluctuation  would  exist,   but 
personnel   could   be  more  readily  assigned    to   the  ongoing  work. 

o      Involves   the   State  Office   in  operational  work  which  is  counter    to   the 
current   policy  of   working   toward  delegation  of   operational 
responsibility   to   the   field   level. 

o      Interjection  of   a   State  Office   staff   into   District   programs  disturbs 
and  detracts   from  local  working  relationships  established  between  the 
District  and   Area  Manager  and   local   government,   other   agecies,   etc 

o     Districts   have  become   proficient   in   the   preparation  of  major 

environmental   assessments  after   ten  years   exprience  with   the  NEPA 
process,   and  the  need  for  direct  State  Office   involvement  is  greatly 
diminshed . 

Districts   are  more   familiar  with  the   area  and   the   resources   and 
political   climate   that   exist   there. 

Multi-District    projects  can  be  coordinated   from  the   field   if   the   lead 
is    specifically  assigned   to   one  District,    in   the   same  way  multi-State 
projects   are   handled^y  designating  a   lead   State   (SOHIO,   MAPCO,   IPP, 
etc  •)  • 

o     Special   Project   Staffs  become   involved   In   surface   protection/compliance 
work  through  development   of   stipulations  and  conditions.      Such  work  is 
an  appropriate  District   and  Resource  Area  responsibility. 

RECOMMENDATION  NO.    11 

State  Offices  should  not  establish  or  maintain  permanent  Special  Project 
Staffs,   except   in  Alaska. 

The   team  recognizes   that  nearly  every  State   is    faced  with   P™££8   £" 
are  of    such  magnitude  or  complexity   that   they  may  at   times   strain  the 
apability  of   District   Office   staffing   to  deal  with  g.       Regardle > ^of 
the   existence   of   projects  of   this  nature,   virtually  all  work  groups  were 
opposed \u i  the   establishment   of   Special  Project   Staffs.      Many  work  groups 
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stated  that  the  District  Offices  were  capable  of  adequately  handling  most 
of  these  projects.   Other  work  groups  saw  Special  Project  Staffs 
providing  a  coordinating  role  that  could  be  as  satisfactorily  performed 
within  the  existing  State  Office  Divisions.   Nevertheless,  projects 
requiring  special  management  attention  or  support  do  occur.   The  study 
team  recommends  that  to  meet  these  needs  the  State  Director  may  choose  to 
consider  assembling  a  temporary  team  to  deal  with  the  project.   Such  an 
arrangement  could  be  addressed  by  detailing  staff,  creating  temporary 
promotions,  assembling  ad  hoc  skills,  or  other  combinations  to  provide  a 
cadre  of  skills  on  a  temporary  basis.   The  need  for  a  Team  at  the  State 
level  as  opposed  to  District  location  should  be  carefully  evaluated, 
including  the  duration  of  the  assignment,  who  the  responsible  official 
would  be,  and  impact  on  other  State/District  programs.   States  will  be 
responsible  for  staff  reassignments  upon  termination  of  any  temporary 
special  project  groups. 

The  Study  Team  recommends  that  if  a  permanent  Special  Projects  Staff 
reporting  to  the  State  Director  is  considered  necessary,  such  a  need  be 
thoroughly  justified  to,  and  approved  by,  the  Director.  Where  special 
project  coordination  or  liaison  with  the  Denver  Service  Center  EIS  team 
(or  others)  is  needed  at  the  State  Office  level,  it  should  normally  be 
provided  by  designated  staff  within  the  appropriate  Division  (usually  the 
Division  of  Resources). 

FINDING  NO.  12 

The  responsibilities  for  providing  various  kinds  of  information  and 
service  to  the  public  are  dispersed  throughout  the  State  Office  and  are 
not  well  suited  for  optimum  service  to  the  public. 

Information  on  inquiries  such  as  locations  of  camping  and  recreational 
sites,  brochures  on  Bureau  programs,  and  other  general  information  is 
most  often  handled  by  the  Public  Affairs  Staff.   However,  the  vast 
majority  of  public  information  contact  at  the  State  Office  level  deals 
with  inquiries  or  services  related  to  public  land  and  survey  records, 
procedures  for  recording  mining  claims,  or , filing  applications  for 
leasing.  These  latter  contacts  are  most  often  handled  by  the  Division  of 
Management  Services  even  though  the  inquiries  are  more  closely  aligned  to 
the  case  processing  work  of  the  Branch  of  Lands  and  Minerals  Operations 
in  the  Division  of  Technical  Services.   The  result  of  this  fragmentation 
Is  that  in  some  State  Offices,  the  public  may  have  to  go  to  several 
locations  to  obtain  information,  a  situation  not  in  the  best  Interests  of 
public  service.  Some  states  employ  a  receptionist  who  directs  the  public 
to  the  various  locations  for  information  needed.  There  is  usually  high 
turnover  In  this  position  due  to  Its  low  grade.  Yet  the  position  is  an 
important  one  because  it  is  frequently  the  first  contact  the  public  has 
with  the  Bureau.   Also  Identified  as  a  problem  was  the  fact  that  clerk 
typists  or  other  employees  who  greet  the  public  or  answer  telephones  are 
very  often  the  least  knowledgeable  about  Bureau  programs  and  are 
untrained  in  public  contact  skills. 


Ill  -  22 


RECOMMENDATION  NO.  12 

As  a  service  to  the  public,  place  all  Initial  walk-in  public  Information 
and  reception  services  In  one  organizational  location  (associated  with 
Lands  and  Minerals  Operations) .  ~ 

The  intent  of  this  recommendation  is  to  bring  together  all  walk-in  public 
information  services,  including  the  present  public  room  responsibilities, 
as  well  as  requests  for  general  information,  maps,  and  brochures  in  one 
location  as  part  of  the  responsibilities  of  lands  and  minerals  operations, 
Public  services  will  be  improved  with  one  location  for  all  kinds  of 
general  information,  land  status,  and  application  information  provided  by 
a  staff  closely  aligned  to  the  basic  land  records  area.   Furthermore, 
being  responsible  for  general  information  as  well  as  records  services  may 
provide  job  enrichment  and  diversity  and  enhanced  grade  opportunities  for 
employees  in  public  contact  positions  who  otherwise  would  not  normally 
carry  a  grade  higher  than  GS-3  in  a  receptionist  position. 


• 


Public  Affairs  Staff  will  retain  the 
employees  in  public  contact  positions 
public  contact  skills  in  order  to  imp 
State  Office  receptionists,  where  the 
trained  to  answer  inquiries  on  land  s 
normally  handled  by  employees  in  the 
upgrade  the  position  and  provide  job 
turnover. 

FINDING  NO.  13 


responsibility  for  ensuring  that  all 
receive  appropriate  training  in 
rove  the  Bureau's  public  image. 

position  exists,  should  be  cross 
tatus  information  and  other  inquiries 
Public  Room.   This  might  serve  to 
enrichment  which  should  help  reduce 


Information  systems  and  functions  (automated  data  processing, 
telecommunications,  remote  sensing  and  other  electronic  systems  services) 
are  fragmented  throughout  the  State  Office  organization  causing,  in  part, 
less  than  optimum  development  and  use  of  automated  systems.   There  is 
fragmentation  of  skills  and  in  addition,  there  Is  a  lack  of  knowledge  and 
understanding  of  the  whole  area  of  automated  data  processing  and  systems. 

At  present,  there  is  no  clear  policy  or  guidance  for  the  organizational 
placement  of  information  systems  in  the  State  Offices.   The  components  are 
placed  into  a  variety  of  organizational  locations.   Placement  was  often  a 
matter  of  personal  Interest,  location  of  existing  skills,  strength  of  a 
particular  Division  Chief,  organizational  balance,  or  rationale  such  as 
"ADP  Is  very  technical,  therefore,  it  belongs  in  Technical  Services." 

As  Bureau  programs  continued  to  grow,  the  need  for  a  variety  of  automated 
data  processing  (ADP)  applications  became  clear.  Policy  and  guidance 
continued  to  be  absent,  and  frustration  levels  grew  in  the  State  Offices 
as  each  State  Office  launched  Into  its  own  programs.   Despite  these 
difficulties  some  programs  are  functioning  well.   However,  before  more 
time  and  money  are  expended  in  these  areas,  ground  rules  for  functional 
groupings  and  organizational  placement  of  information  systems  are  needed. 
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The  State  work  groups  identified  role  confusion  in  the  ADP  area.   They 
stated  that  ADP  often  exists  in  and  of  itself,  serving  to  control 
application  and  development  of  automated  systems  rather  than  to  provide  a 
service  to  the  organization.   Work  groups  also  debated  the  merits  of 
placement  of  all  aspects  of  ADP  together,  i.e.  policy,  priority  setting, 
programming,  management  of  equipment,  etc;  versus  the  disbursed 
placement  of  the  ADP  functions. 

v 

Work  groups  identified  a  variety  of  functional  groupings  and 
organizational  placements  for  information  systems.   It  is  clear  that 
management  of  information  systems  could  logically  be  located  at  several 
organizational  locations  and  operate  effectively.   Recommendations  from 
work  groups  range  from  placement  at  the  Associate  State  Director  level  as 
a  staff  to   placement  in  the  various  Divisions  as  a  Branch  or  a  Staff. 


In  its  very  broadest  sense  Information  systems  can  encompass  virtually 
every  aspect  of  information  creation,  storage,  retrieval,  and 
manipulation.   This  could  include  automated  data  processing  systems,  word 
processing,  records  storage  and  management,  remote  sensing,  automated 
mapping,  and  telecommunications.  However,  work  groups  identified  a  strong 
need  at  the  State  Office  for  information  services  but  little  for  a  total 
consolidation  of-  the  above  elements.   They  further  specified  a  need  for  an 
information  "services"  type  of  organizational  unit  to  be  technically 
proficient  in  management  of  automated  systems,  capable  of  providing 
technical  assistance  and  guidance  on  systems,  and  able  to  conduct  reviews 
and  evaluations  of  systems  performances.   The  emphasis  would  be  on 
providing  a  service  to  meet  the  user  needs  in  the  Bureau. 

RECOMMENDATION  NO.  13 

A  Staff  or  Branch  of  Information  Services  should  be  established  in  each 
State  Office  in  the  Division  of  Administration. 

This  staff  or  branch  would  be  responsible  for  providing  ADP, 
telecommunications,  and  remote  sensing  services.   In  the  area  of 
information  systems,  this  organization  will  be  responsible  for  providing 
the  technological  expertise  needed  to  recommend  and  apply  automated 
systems  to  the  needs  of  other  programs.  Records  Management  (forms, 
directives,  files,  library,  correspondence,  mail,  etc.)  would  normally 
remain  a  responsibility  of  an  administrative  services  branch.  Land  and 
title  status  records  would  be  housed  In  the  lands  and  minerals  operations 
group.  Mapping  remains  on  operational  support  service  to  be  provided 
within  the  Division  of  Operations.   Computer  programmers  may  be  placed  in 
the  various  Divisions  to  encourage  their  close  association  with  users  in 
Rureau  program  areas.  Word  processing  is  largely  a  decentralized  service 
in  State  Offices.   Where  certain  certalized  producton  services  of  word 
processing  do  exist  (scanners,  central  printers,  overflow  typing,  etc.), 
they  should  be  provided  by  an  administrative  services  branch. 
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The   study   team   observed   that   certain   issues   or   needs    surrounding   the   use 
of   ADP  were   expressed   throughout   the  course   of   the   study.      Along  these 
lines    the   State  Directives   specifically   identified   at   the   September   State 
Director's  meeting  5  guides   for  information  resource  management   that  need 
to   be   pursued   if   successful    implementation  and  use  of   systems   is   to   be 
accomplished.      The  study  team  recommends  these  be  carried  out. 

o     Develop   policy  direction   for   information   systems. 

o      Place  necessary  technical   capability  at   the   State   Office   level. 

o     Establish   State  management   committees. 

o      Provide   for   Bureauwide  coordination  and   exchange   of   information. 

o     Maintain  the  Bureau  Management   Committee  of  Associate   State  Directors. 

FINDING  NO.    14 

The   elements   comprising   the  budgeting   cycle  and  process  are  fragmented 
even   though  budgeting   should  be  a   total,    integrated  process   including 
(1)    long-range   financial  planning   (packages);    (2)   multi-year  budgeting 
(four-year  authorization);    and   (5)   AWP  preparation,   approval  and 
monitoring. 

Without   exception,   all   of   the  various   work  groups  concluded  that   the 
packaging,    four-year   authorization  requests,   and    the  Annual  Work  Plan  bear 
direct   relationships    to  each  other.      As  a  result,   each  of   the  various  work 
group  recommendations   consolidated   the   budget   functions   at   the   State 
Office.      This   function  was   placed  organizationally  as   a   budget   unit  either 
as   part   of  administrative   support   or  as   a   staff  component   to   the   State 
Director. 

In  recent   years,   the  common   pattern  has   been   to   have   a  Program  Analyst   in 
the  Division  of   Planning   and   Environmental   Coordination  (P&EC)   with  lead 
responsibility   for   packaging  and   four-year   authorization  and   a  Budget 
Analyst   in   the  Division  of  Management   Services   responsible   for   the  Annual 
Work  Plan  (AWP),    adjustments,  and  monitoring.      This   split  organizational 
responsibility  has  worked   reasonably  well,   due   in  large  part  to   the  fact 
that   the   individuals   involved  have  worked  closely   together,   and  have 
assumed   back-up  responsibilities   for  one  another,   even  though   they  are 
separated  organizationally.      However,    because   of   the   split  organizational 
structure,   it  has  been  difficult   to  achieve  continuity  and  full 
integration  of   the  various   pieces   of   the   budget   process.      There  have   been 
occasions  when  P&EC  priorities  on     packaging   or  four  year  authorization 
were  not   compatible  with  Management   Services    priorities  on  AWP 
requirements.      The   Headquarters   Office   has   avoided   this   situation  by 
placing   long-term  and   current   budget  work  in   the   same  organization   (Office 
of   Budget,   with  a  Branch  of   Budget   Operations   and   a  Branch   of  Budget 
Development) . 
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RECOMMENDATION  NO.  14 

Consolidate  the  various  parts  of  the  budget  assembly  processes  together  in 
a  Budget  Staff  in  the  Division  of  Administration. 

The  team  has  concluded  that  budgeting  process  efficiencies  are  possible 
through  consolidating  short-term,  long-term,  and  multi-year  budget 
assembly  and  coordination  responsibilities  in  one  unit.   This  would 
promote  close  communication  and  workload  balancing  as  the  budget  cycle 
alternates  between  its  short-range  and  long-range  phases.   State  Directors 
will  then  have  one  Division  Chief  and  one  staff  unit  to  hold  responsible 
for  these  functions.  Field  offices  will  have  one  focal  point  in  the 
State  Office  from  which  to  seek  assistance  and  answers  to  questions.  The 
Headquarters  Office  will  have  one  office  to  contact  at  the  State  Office 
level  on  any  aspect  of  the  total  budget  process. 

The  assignment  of  the  budget  assembly  and  execution  function  to  a  focal 
point  does  not  entirely  remove  program  Divisions  from  the  process.  The 
role  of  program  Divisions  and  the  manager  in  budget  adjustments  and 
decisions  is  in  no  way  diminished  by  this  action  which  is  intended  simply 
to  focus  and  streamline  budget  process  and  skills.  The  Budget  Staff  will 
be  responsible  for  managing  the  programming  and  budget  process  and 
ensuring  that  management  is  presented  with  complete,  accurate  budget  and 
program  planning  information.   Program  packages  and  AWP  content  and  their 
details  will  be  developed  by  program  leaders  in  the  District  Offices  and 
State  Office  Divisions  with  final  consolidation  and  coordination  of  the 
total  effort  managed  by  the  Budget  Staff.   The  Budget  Staff 
responsibilities  include  monitoring  progress  throughout  the  year,  advising 
managers  of  problem  areas  and  making  changes  as  directed.   State  Directors 
and  Division  Chiefs  should  use  this  staff  as  much  as  possible  for  AWP 
monitoring  and  review  purposes  rather  than  calling  upon  program  staff 
specialists  to  routinely  follow  AWP  matters. 

FINDING  NO.  15 

There  is  great  variation  in  the  quality  and  quantity  of  printing, 
graphic  arts,  and  pubicatlons  support  needed  and  received  by  the  various 
State  Offices.  Many  opportunities  still  exist  for  more  efficiency  and 
economy  in  meeting  our  publication  needs,  as  well  as  for  achieving 
improvements  in  quality. 

The  organizational  placement  of  the  printing,  graphic  arts,  and 
publications  functions  was  not  ranked  as  a  major  problem  by  work  groups 
during  the  State  Office  Study.  However,  the  Bureau  Printing  and 
Publications  Study  (IM  80-357)  points  out  deficiencies  in  the  Bureau's 
present  approach  to  printing  and  publications,  and  provides  direction  for 
organizational  placement.  The  study  also  describes  the  continuing  growth 
and  technological  advances  occuring  in  this  area. 
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There   is   currently  a   scattering   of   employees   in  various   organizational 
locations   whose   duties,    wholly  or   in   part,   relate    to   the   printing  and 
publications   activity.      These   people   are   found   in  such  positions   as 
printing  specialist,   writer-editor,   technical  writer,   illustrator,  and 
graphic   artist. 

RECOMMENDATION  NO.  15 

States  with  sufficient  workload  may  establish  a  Branch  of  Printing  and 
Graphic  Arts  in  the  Division  of  Administration. 


The  study  team  recommends  that  States  with  substantial  printing  and 
publication  needs  consider  establishing  printing  and  publications 
production  units  from  existing  positions.  This  would  provide 
opportunities  for  better  utilization  of  skills  and  presumably  a  more 
professional  end-product.  Consistent  with  earlier  directives,  if  such  a 
unit  is  justified  and  established,  it  should  be  colocated  with  other 
administrative  functions.  The  details  and  consideration  of  establishing 
such  a  unit  have  been  discussed  in  the  Printing  and  Publications  Study 
(I.M.  No.  80-357)  and  Instruction  Memorandum  No.  80-626- 

FINDING  NO.  16 

At  this  time  only  California  has  a  Ranger  program  and  there  is  no  Bureau- 
wide  policy  regarding  the  organizational  placement  of  the  visitor  service 
and  law  enforcement  aspects  of  the  program. 

In  the  California  State  Office  the  responsibilities  for  the  visitor 
service  aspect  of  the  program  are  located  in  the  Division  of  Resources 
while  the  responsibilities  for  the  law  enforcement  aspect  of  the  program 
are  in  the  Division  of  Technical  Services.   The  study  team  did  not 
extensively  explore  the  merits  of  combining  or  separating  the  law 
enforcement  and  visitor  services  aspects  of  the  ranger  program.   It  is 
the  position  of  the  California  State  Office  that  for  the  successful 
management  of  the  Ranger  program  it  is  necessary  for  all  law  enforcement 
aspects  to  be  the  responsibility  of  the  Division  of  Technical  Services 
while  the  balance  of  the  Ranger  program  responsibilities  be  in  the 
Division  of  Resources. 

RECOMMENDATION  NO.  16 

For  the  time  being,  law  enforcement  responsibilities  in  all  State  Offices 
should  report  to  the  Chief,  Division  of  Operations  while  any  g£g"l 
service  responsibilities  of  a  Ranger  program  should  be  a  responsibility 
of  the  Division  of  Resources. 

The  Study  Team  is  reluctant  to  make  a  definitive  long-term  recommendation 
on  this  issue  because  it  was  not  extensively  explored  and  there  is  f±7 
the  experience  of  one  State  to  draw  upon.   The  California  State  Office  has 
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indicated  its  satisfaction  with  purposefully  maintaining  the  split  of 
responsibilities  and  the  team  has  no  evidence  to  offer  to  the  contrary. 
The  team  believes,  however,  that  additional  study  in  this  area  may  be 
desirable . 

A  corollary  issue  to  this  is  whether  the  State  law  enforcement  position 
should  report  directly  to  the  State  Director  rather  than  to  a  Division 
Chief  because  of  the  sensitivity  of  the  work.  The  primary  role  of  this 
position  is  providing  law  enforcement  expertise  for  resource  protection, 
and  investigating  violations  of  natural  resource  laws  and  regulations. 
Therefore,  placement  in  the  Division  of  Operations  would  make  it  more 
readily  available  to  the  field  offices  and  would  not  require  the  State 
Director  to  be  involved  in  making  minor  decisions  as  to  which  offices 
should  receive  law  enforcement  assistance.   The  team  is  also  reluctant  to 
increase  the  State  Director's  organizational  span-of -control  unless  no 
other  feasible  alternative  exists  to  reasonably  accommodate  a  program. 
The  study  team  therefore,  recommends  that  law  enforcement  report  to  the 
Division  Chief.   The  team  acknowledges,  however,  that  it  may  be 
occasionally  necessary  for  the  chief  law  enforcment  official  to  have 
immediate  and  direct  contact  with  District  Managers  or  the  State  Director 
on  certain  sensitive  or  confidential  matters.   The  study  team  is  convinced 
that  this  access  is  available  regardless  of  the  actual  day-to-day 
reporting  position  of  law  enforcement. 

FINDING  NO.  17 

There  is  considerable  difference  of  opinion  in  the  State  Offices  over  the 
ability  of  the  EEO  Staff  to  perform  effectively  while  separated  from  the 
personnel  services  functions. 

When  Equal  Employment  Opportunity  (EEO)  emerged  as  a  nationally 
recognized  program  in  government,  the  Bureau  chose  to  elevate  it  to  the 
highest  possible  level  in  the  field  organization  -  reporting  directly  to 
the  State  Director.   This  placement  was  made  to  highlight  the  program  and 
emphasize  its  support  by  top  management.  BLM's  placement  of  EEO  at  this 
level  is  a  deviation  from  all  other  Interior  agencies  which  align  EEO 
responsibilities  not  on  the  local  level,  but  to  the  respective  Interior 
Headquarters  Offices.   BlM's  unique  EEO  organization  structure  is  approved 
as  an  exception  by  the  Department.  As  the  role  of  EEO  has  expanded,  some 
operational  aspects  of  the  program,  such  as  FEORP  (Federal  Equal 
Opportunity  Recruitment  Program),  have  been  assigned  to  Personnel  in  some 
states.   Numerous  work  groups  acknowledged  that  a  close  working 
relationship  between  EEO  and  Personnel  staffs  must  exist.  There  are  many 
who  believe  that  in  the  1980' s,  EEO  has  reached  the  point  where  it  should 
operate  at  a  level  equal  to  or  within  Personnel.   This  Is  based  on  the 
philosophy  that  EEO  is  in  reality  good  personnel  management  and  the 
perception  that  most  of  the  difficulties  encountered  by  or  with  the  EEO 
progam  are  attributable  to  its  organizational  separation  from  personnel 
services.   It  has  also  been  Indicated,  however,  that  affirmative  action 
his  much  progress  to  make  yet  and  that  the  direction  of  top-level 
management  is  needed  to  achieve  desired  results. 
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RECOMMENDATION  NO.  17 

The  EEO  program  should  remain  under  the  Immediate  direction  of  the  State 

Director. 

EEO  remains  a  controversial  program  and  there  is  resistence  in  varying 
degrees   to   some  of   the  policies   that  the  program  advocates.     The  study 

team  has  concluded  that  the  influence  of  the  State  Director  is  still 
needed    to   achieve  Bureau  affirmative   action  goals. 

An  option  considered  by  the   team  was   to   retain  the  State  EEO  officer 
reporting   to  the   State  Director   to  work  with  the  Management  Team  to 
strengthen  implementation  of  the  program  and  to  manage  the  EEO  complaint 
system.     The  other  functions  of  the  EEO  program  (affirmative  action, 
special   emphasis  programs,  and   recruiting)   could  be  moved   to   the  personnel 
services  staff  where  they  could  be  closely  coordinated  with  ongoing 
personnel  activities.     However,   the   team  is  convinced   that  solutions  to 
EEO's   problems  with   personnel   services  are  not   severe  and  can  be  resolved 
through  greater  management   attention  and   does   not   require  organizational 
restructuring.      Retaining  EEO's  reporting  relationship   to   the   State 
Director   should   ensure  continued  high  visibility  and   emphasis   for   the 
program. 

FINDING  NO.    18 

Because  the  Bureau's  fire  responsibilities  are  predomlnatly  located  in  the 
operational  components  of  the  organization,  the  primary  emphasis 
concerning  fire  has  been  oriented  toward  control  and  suppression  rather 


than  use  of  fire  as  a  resource  management  tool. 

The  study  team  found  that  the  Bureau's  emphasis  on  fire  suppression  has 
resulted  in  not  adequately  considering  the  importance  of  fire  in  resource 
management.   This  has  limited  the  Bureau  in  the  use  of  a  valuable 
management  tool  for  improving  grazing,  wildlife  habitat,  and  watershed 
values  in  vegetative  types  where  fire  is  a  natural  part  of  the  ecosystem 
or  in  preventing  the  build  up  of  fuels  that  can  result  in  disasterous  wild 
fires.  Many  work  groups  during  the  data  gathering  phases  of  the  study  and 
during  personal  interviews  indicated  that  fire  management  planning  (i.e. 
modified  suppression  planning,  prescribed  burn  planning,  etc.)  should  be 
the  responsibility  of  Resources  to  facilitate  managing  wildfire  and 
prescribed  burning  for  economical  and  other  resource  benefits. 

Interviews  during  the  study  with  other  agencies  and  various  interest 
groups  also  indicated  that  the  Bureau  is  too  oriented  toward  fire 
suppression.   Work  groups  and  others  interviewed  recommended  that  the 
Bureau  recognize  the  importance  of  fire  as  a  management  tool  and  begin 
using  it  as  part  of  our  resource  management  program. 

Other  Federal  agencies  (National  Park  Service,  U.S.  Forest  Service,  U.S 
Fish  and  Wildlife  Service)  plus  some  state  fire  and  wildlife  management 
agencies  have  already  developed  active  prescribed  burning  and  modified 
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suppression  programs    to   use    fire  as   a   resource  management    tool.      The 
Bureau's    fire    program,    by  remaining  suppression  oriented  could   cause 
communication  problems,   and   could  ultimately  conflict   with  management 
programs   of  other   agencies   whose   lands   adjoin   Bureau   administered   lands 

RECOMMENDATION  NO.  18 

Primary  responsibility  for  program  leadership  of  the  fire  management 
program  through  pre-suppresslon,  suppression,  and  preparation  of  the 
normal  year  fire  plan  should  be  with  the  Division  of  Operations. 
Concurrently,  it  should  be  the  responsibility  of  local  line  officials  with 
the  assistance  of  the  Division  of  Resources  to  identify  areas  to  be 
managed  under  modified  suppression  and  prescribed  fire  plana  with  the 
assistance  of  the  Division  of  Operations. 

This  recommendations  has  a  dual  purpose.   It  acknowledges  the  importance 
and  hazardous  nature  of  any  fire  program  and  it  recognizes  the  value  that 
fire  can  play  as  a  management  tool  if  properly  planned  and  supervised. 

The  fire  ecology  responsibilities  of  the  Division  of  Resources  should  be 
to: 

o  Coordinate  with  other  staff  specialists  in  the  State  Office  (range, 
wildlife,  watershed,  fire  suppression)  to  develop  a  statewide  policy 
relating  to  evaluation  of  ecosystems  dependent  on  fire,  use  of 
prescribed  fire  for  managing  resources,  and  modification  of 
suppression  operations  where  wildfires  would  benefit  resources. 

o  Coordinate  with  the  State  Office  fire  suppression  specialist  located  in 
the  Division  of  Operations  to  develop  a  statewide  policy  on 
organizational  responsibilities,  equipment  requirements,  and 
environmental  conditions  for  conducting  prescribed  burns. 

o  Develop  statewide  guidelines  for  writing  prescribed  burn  and  modified 
suppression  plans. 

o  Coordinate  with  the  State  Office  suppression  specialist  in  conducting 
training  for  resource  and  fire  management  specialists  at  the  District 
and  Resource  Area  levels.   Topics  of  training  would  involve  evaluating, 
planning,  organizational  responsibilities,  equipment  usage  and 
Implementation  of  safe  techniques  for  conducting  prescribed  burns  and 
modified  suppression  operations. 


o  Develop  a  statewide  policy  and  program  for  evaluating  and  monitoring 
the  effects  of  prescribed  burns  and  modified  suppression. 

Fire  suppression  would  remain  in  the  Division  of  Operations  with 
responsibility  to: 

o   Plan  and  program  for  fire  suppression  activities. 

o   Identify  fire  suppression  training  needs  and  schedule  training  in 
cooperation  with  District  Offices. 
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o     Manage    the   State  Office   coordinating   role    in   inter-District   and 

interagency   fire   suppression   efforts.      Assist   Districts   in  obtaining 
equipment,    supplies,   and   personnel   for   fire   suppression. 

o     Assist   the   Fire  Management   Specialist   in  developing,   reviewing,   and 
implementing  District    plans    for  modified  suppression  and   prescribed 
burning   including   the  actual   carrying  out   of  modified  suppression  and 
prescribed   burns. 

Depending  upon  the   size   of   the   program  in  each  State,   fire   suppression 
activities   could  be   assigned   to   a   separate  Branch  of  Protection  or 
incorporated  with  other   functions  into   a  Branch  of  Engineering  and  Support 
Services . 

FINDING  NO.    19 

The  Bureau '8  mapping  program  is  fragmented  and  it  is  generally  not  clear 
as  to  what  the  mapping  program  consists  of  nor  who  has  responsibility  for 
the  functions 


As  an  issue,  this  topic  did  not  surface  during  the  field  office  sessions. 
However,  it  has  been  specifically  raised  and  stressed  as  an  important 
Issue  by  the  Headquarters  Office,  Division  of  Cadastral  Survey  and  the 
Denver  Service  Center,  Division  of  Survey  and  Mapping.   The  total  mapping 
program  consists  of  several  component  parts  for  which  responsibility  is 
held  in  any  number  of  places.   These  components  include: 

o  The  entire  gamut  of  cartographic  products  produced  and  used  by  the 
Bureau  that  have  any  kind  of  geographic  reference  system  -  basically 
the  base   mapping  series  and  standard  thematic  mapping  functional 
series . 


o   All  aerial  photography  and  aerial  photography  products  which  can  be 
used  to  support  the  mapping  and  resource  programs. 

o  Photogrammetric  products  and  services  for  a  variety  of  functional 
program  support. 

o  Digital  Cartographic  Information  such  as  Digital  Elevation  Models  and 
Digital  Line  Graphics  and  products  derived  from  them. 

RECOMMENDATIONS  NO.  19 

Mapping  is  an  operational  support  function  that  should  be  consolidated 


and  located  in  the  Division  of  Operations 

The  various  mapping  functions  consist  of  base  and  standard  thematic 
mapping,  geodesy,  digital  and  automated  cartography  and  digitizing  as 
related  to  mapping,  photogrammetry,  remote  sensing  as  applied  to  mapping 
and  computer  mapping  standards,  and  preparation  of  cadastral  plats.   The 
team  recommends  that  each  State  consolidate  these  standard  functions  in 
one  of  the  following  locations  as  best  suits  local  needs  and  conditions: 
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o   A  Section  in  the  Branch  of  Cadastral  Survey. 

o   A  Section  in  the  Branch  of  Engineering  and  Support  Services. 

o  A  Branch  of  Mapping  and  Photogrammetry . 

State  Offices  may  also  wish  to  include  master  title  plat  preparation  of 
the  public  land  status  records  with  the  above  functions  if  it  is  deemed 
efficient  to  do  so. 

The  team  concludes  that  some  significant  advantages  are  available  through 
consolidating  the  standard  mapping  functions.   Consolidation  will  allow 
for  greater  utilization  of  available  staff,  improve  career  ladders  for 
those  staff,  and  provide  a  greater  variety  of  work.   As  a  service 
organization,  the  mapping  unit  must  work  closely  with  the  other  State 
Office  staffs  and  the  District  Offices  and  Resource  Areas  to  produce  the 
products  necessary  to  meet  their  needs. 

FINDING  NO.  20 


The  ten  years  that  have  elapsed  since  adoption  of  the  current  organization 
have  placed  stresses  on  and  yielded  changes  to  the  State  Office 
organization  that  require  resolution  through  modification  of  the 
structure. 

Significant  changes  have  occurred  to  the  Bureau  during  the  preceding  ten 
years.   These  include  the  passage  of  NEPA  and  FLPMA,  substantial  personnel 
increases,  and  increased  emphasis  on  service  to  the  public  through  prompt 
and  efficient  accomplishment  of  duties.   Through  the  District 
Office/Resource  Area  Study  the  Bureau  has  rearticulated  that  the  District 
Offices  and  Resource  Areas  are  valid  field  level  organizations.   As  such, 
the  Resource  Area  is  responsible  for  all  local  resource  management 
activities  that  occur  within  its  boundaries.   The  District  Office  provides 
leadership  and  managerial  direction  to  Resource  Areas  and  ensures  that  the 
necessary  technical  and  professional  components  are  integrated  into 
decisionmaking.   The  role  of  the  State  Office  is  to  be  supportive  to  the 
field  level  efforts  rather  than  redundant  to  them.   The  organizational 
structure  of  the  State  Office  must  be  addressed  in  the  context  of  the  role 
relationships  between  the  State  Office  and  the  field  level  offices.   It 
must  likewise  address  the  internal  operating  efficiencies  for  the  services 
that  the  State  Office  provides.   These  issues  are  independently  addressed 
in  the  preceeding  issues  and  findings  but  they  must  now  be  incorporated 
into  a  total  organizational  framework. 

RECOMMENDATION  NO.  20 

The  current  State  Office  structure  is  basically  a  viable  one  for  the 
1980 's  and  needs  modification  only  to  the  extent  necessary  to  accommodate 
the  revision  of  State  Office  roles  and  resolve  the  organizational  problems 
that  are  discussed  in  the  preceeding  findings  and  recommendations. 

The  approach  to  this  study  was  heavily  reliant  on  the  input  and  products 
generated  by  the  work  groups.   This  included  the  development  of  solutions 

III  -  32 


and  organizational  models  directed  toward  resolving  the  identified 
organizatonal  problems.   The  various  work  groups  who  participated  in  the 
process  produced  approximately  50  organizational  models  as  solutions  to 
the  organizational  problems.   The  vast  majority  of  the  models  developed 
proposed  mostly  minor  or  modest  changes  to  the  State  Office  structure  as  a 
whole.   When  the  study  team  began  to  compare  and  analyze  the  various 
organizational  proposals,  it  became  apprarant  that  most  of  them  grouped 
into  readily  identifiable  patterns.   The  independent  work  groups,  in  fact, 
displayed  a  high  degree  of  commonality  and  consensus  in  resolving  the 
major  organizational  problem  areas.   With  a  considerable  degree  of 
confidence  the  study  team  concluded  that  the  models  could  generally  be 
portrayed  by  three  basic  alternatives  which  are  discussed  in  the  following 
section  of  the  report  as  Models  A,  B,  and  C 
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SECTION  IV  -  ORGANIZATIONAL  STRUCTURE 


This  section  discusses  the  three  basic  organizational  models  considered 
by  the  study  team  and  advisors.   The  origon  of  all  the  models  derives 
from  the  products  of  the  State  and  District  work  groups  in  their  efforts 
to  resolve  the  State  Office  organizational  problems  and  fulfill  the  State 
Office  role  of  the  1980's.   This  section  is  divided  into  the  following 
four  parts: 

o  Alternative  Model  Description 

o  Analysis  of  Alternative  Models 

o  Alternative  Options  Considered 

o   Recommendation  on  Organizational  Structure 

ALTERNATIVE  MODEL  DESCRIPTION 

This  part  briefly  describes  the  major  organizational  characteristics  for 
each  of  the  three  models.  A  detailed  role  and  functional  description  of 
each  model  is  contained  in  Appendix  G.  A  summary  of  the  changes  in 
functional  responsibilities  for  each  model  against  the  current 
organizational  structure  is  depicted  in  Exhibit  2. 

Model  A  Organization 

Model  A  establishes  two  Staffs  (EEO  and  Public  Affairs)  and  three 
Divisions  (Resources,  Operations,  and  Administration).   A  summary 
functions  list  and  a  Division  substructing  chart  are  shown  on  Exhibits  3 
and  4. 

Division  of  Resources 

This  model  merges  the  current  Division  of  Planning  and  Environmental 
Coordination  (P&EC)  into  the  Division  of  Resources  as  a  staff  to  the 
Division  Chief.   The  Division  of  Resources  has  primary  responsibility  for 
program  and  policy  direction  for  those  programs  historically  included  in 
the  current  Divisions  of  Resources  and  P&EC.   Specifically,  this  includes 
energy  minerals  (oil  and  gas,  coal,  geotherraal  steam,  oil  shale,  tar 
sands,  uranium),  nonenergy  minerals,  lands  and  realty,  forestry,  range 
management,  wild  horses  and  burros,  cultural  resources,  wilderness, 
off-road  vehicles,  national  rivers  and  trails,  visual  resources,  general 
and  extensive  recreation,  soils,  water,  air,  and  wildlife  habitat 
programs.   It  also  has  responsibility  for  land  use  planning  and 
environmental  assessment  programs.   It  additionally  has  responsibility 
for  fire  ecology  matters.   Through  the  Planning  and  Environmental 
Coordination  Staff  the  Chief,  Division  of  Resources  will  be  provided  with 
multiresource  program  coordination  and  analysis  to  ensure  that  the 


IV 


FUNCTIONS  RELOCATED 


EXHIBIT  2 


The  following  functions  or  tasks  would  be  relocated  from  their  present 
organizational  placement  if  one  of  the  three  alternatives  were  to  be  adopted: 


MODEL 


All  3 


Model  A 
Model  B 

•lodel  C 


FUNCTION 


FROM 


1.   Records/dockets/accounts    Div.  MS 
public  room/mining  claim 
recordation 


Fire  ecology 

but  not  suppression 

Program  Package 
Coordination 


Div.   TS 


Div.   P&EC 


Walk-in  public   information     Public 

Affairs 


5.      Information   Svcs    (ADP,  Div.   TS 

telecommunications,    remote 
sensing) 


Printing   &  Graphic   Arts  multiple 

production 


7.  Public    participation  multiple 
coordination/ public 
involvraent/cooperat Ive 

relations 

8.  Aviation  Management  and     Div.  TS 
Safety 


1.   Plan/Envir  Coordination     Div.  P&EC 

1.  Plan/Envir  Coordination     Div.  P&EC 

2.  Lands/Minerals  Policy       Div.  Res 


TO 
Div.  Oper1 

Div.  Res 
Div.  Adm2 
Div.  Oper1 

Div.  Adm2 
Div.  Adm2 


Pub.  Affairs 


Div.  Adm2 


Div.  Res 
Div.  Res 
Div.  L&M 


OTHER 


Combined 
w/Public 
room 

Where 
not 

already 
there 

Where 
not 

already 
there 


Where 
not 

already 
there 


1.   No  additional  changes  from  above  except  insertion  of  two 

Deputy  SD;  all  current  Divisions  continue  to  be  represented 
in  the  organization. 

1  Division  of  Lands  and  Minerals  in  Model  B 

2  Division  of  Services  in  Model  B 
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1  MAXIMUM  OF  3  BRANCHES  PER  STATE  FROM  THOSE  LISTED. 

2  OPTIONAL  OTHERWISE  INCLUDE  FUNCTIONS  IN  BRANCH  OF  ENGINEERING  AND  SUPPORT  SERVICES 

3  MAY  BE  DESIGNATED  AS  BRANCH  OR  STAFF  acnv.^t!, 

4  OPTIONAL 


individual   program  or   functional   objectives   are  mutually  directed   toward 
achieving  the   Bureau's  mission  goals,   and   that   all   the  necessary   program 
components  are  considered   and   accounted   for  in  major   project 
undertakings.      This   includes   primary  responsibility   for   inventory 
coordination. 

The  Division  of  Resources  in  Model  A  has   two  major   functional  shifts 
compared   to   the   current  organization: 

o     The  general  responsibilities   presently  assigned   to  the  Division  of  P&EC 
are  incorporated  into   the  Division  of  Resources,  except   the 
program  package  coordination   function.      This  aspect  of  budget  document 
coordination  is  combined   organizationally  with  other  budget   related 
responsibilities   (e.g.,    AWP  coordination)   in  the  Division  of 
Administration. 

o     The   role   of   the  Division  shifts   from  that  of   a  detailed   review/ approval 
process    to  that   of   front   end  assistance/ training  and   periodic 
evaluation  of   products   to   determine   program  effectiveness  and   need   for 
additional  policy  or   program  guidance.      Emphasis   is   placed  on 
non-operational    involvement   of   the  Division  in   the   program 
responsibilities   of  the   District  and   Resource   Area   Offices. 


Division   of   Operations 

This  model  consolidates  all 
the  Division  of  Operations, 
responsible  for  providing  o 
organization  and  providing 
offices  on  operations  funct 
minerals  casework  adjudicat 
surveys,  engineering,  law  e 
and  mapping.  It  does  not  i 
leads. 


the   lands  and   minerals   casework  functions   in 

The  Division  of   Operations   is   principally 
peratlonal  support   to   the   statewide 
policy  and   technical   program   guidance   to   field 
ions.      Specifically,   this   includes   lands   and 
ion,    public    land   records   and   status,  cadastral 
nforcement,   resource    protection,   appraisals 
nclude   lands   and  minerals   policy  and   program 


The   Division  of   Operations   in  Model   A  has   two  major   functional  shifts 
compared   to   the   current   organization: 

o     All   lands   and  minerals   casework  related   operations   are  consolidated   in 
this   Division  including   adjudication,   dockets,   accounts,   public   room, 
mining   claim   recordation,   and  public    land   and   survey  records    (to   the 
extent   that   these   operational  functions   are   performed   in   the   State 
Office). 

o     The   public   reception  desk  and   general  walk-in  public    Information  needs 
are    provided   by   this   Division   in  conjunction  with  the   public   room  and 
land   status   records. 
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Division  of  Administration 


The   Division  of  Administration   in  Model   A  is   responsible   for  all 
administrative   support   services   throughout   the   State  Office  and,   in 
addition,    provides   general   guidance   and   direction  in  administrative 
matters    to   all   field   offices.      The   functions   of   this   Division   includes 
providing  various   personnel,   administrative,    information  systems,   and 
graphics   services;    budget   coordination;   and  management   analysis. 

The   Divison  of  Administration   in   this  model  has   the    following 
consolidations   or   functional   changes   compared   to   the   current 
organization: 

o     All   short  and   long-range   budget   and   package   coordination   functions   are 
consolidated    in   this   Division  as   a   staff. 

o     All   information  services   functions   of  data   processing, 

telecommunications,   and   remote    sensing  are  consolidated   in   this 
Division  as    a    staff  or  branch. 


o     Aviation  Management   and   Safety  are  assigned   to   this  Division  from  the 
Division  of   Technical   Services. 

Model   B  Organization 

Model    B  establishes    two    Staffs    (EEO  and   Public   Affairs)    and   three 
Divisions    (Resources,   Lands   and  Minerals,   and    Services).      A  summary 
functions    list   and   a   Division   substructuring    chart   are   shown  on   Exhibits 
5   and   6. 

Division  of  Resources 

This  model   merges    the   current  Division  of   Planning   and  Environmental 
Coordination   (P&EC)    into   the   Division  of  Resources   as  a   staff    to   the 
Division  Chief.      The   Division  of   Resources   has   primary  responsibility   for 
program  and   policy  direction    for   those   programs  historically  included   in 
the   current   Division  of  Resources   and   P&EC,    except   lands  and  minerals . 
Included   program  areas   are    forestry,   range  management,    wild   horses  and 
burros,   cultural    resources,   wilderness,   off-road   vehicles,   national 
rivers  and   trails,    visual   resources,    general  and   extensive  recreation, 
soils,   water,   air,   and   wildlife   habitat   programs.      It   also    includes 
responsibilities    for   land  use   planning  and   environmental  assessment 
programs.      It   additionally  has   responsibility   for   fire  ecology  matters. 
Through   the   Planning  and   Environmental   Coordination   Staff,   the   Chief, 
Division  of  Resources  will   be   provided  with  multiresoruce   program 
coordination  and   analysis    to   ensure   that   the   individual   program  or 
functional   objectives   are  mutually  directed   toward   achieving   the  Bureau's 
mission  goals   and   that   all   the  necessary   program  components   are 
considered   and   accounted   for   in  major   project   undertakings.      This 
includes    primary  responsibility   for   inventory  coordination. 


IV   -    6 


EEO 


AFFIRMATIVE  ACTION  PLANNING 
DISCRIMINATION  COMPLAINTS 
SPECIAL  PROGRAM  COORDINATION 


STATE  DIRECTOR 
ASSOCIATE  STATE  DIRECTOR 


< 

i 


DIVISION  OF  RESOURCES 


AIR 

CULTURAL 

FORESTRY 

RANGE 

RECREATION 

SOILS 

WATER 

WILDERNESS 

WILD  HORSES  &  BURROS 

WILDLIFE 

ENVIRONMENTAL  QUALITY 

FIRE  MANAGEMENT  PLANNING 

RESOURCE  INVENTORY  COORDINATION 

PLANNING  SYSTEMS  (LAND  USE  AND 

RESOURCE  MANAGEMENT) 
RESOURCE  PROGRAM  COORDINATION 


DIVISION  OF  LANDS  AND  MINERALS 


LANDS  (INCLUDING  POLICY  AND  PROGRAM  DIRECTION) 

MINERALS  (INCLUDING  POLICY  AND  PROGRAM) 

ACCOUNTS       - 

ADJUDICATION  (LANDS  AND  MINERALS  CASEWORK) 

APPRAISAL 

DOCKET 

LAND  &  SURVEY  RECORDS 

MINERALS  EXAMINATION  (WHERE  CENTRALIZED) 

MINING  CLAIM  RECORDATION 

PUBUC  INFORMATION  (WALK-IN) 

PUBLIC  RECEPTION 

PUBUC  ROOM 

SIMULTANEOUS  OIL  AND  GAS 


MODEL  B  FUNCTIONS  CHART 


PUBLIC  AFFAIRS  STAFF 


ADVISORY  COMMITTEE  FACILITATION 

COOPERATIVE  RELATIONS  (GENERAL) 

ENVIRONMENTAL  EDUCATION 

INFORMATION 

FOIA 

INTERGOVERNMENTAL  COORDINATION  (GENERAL) 

PUBUC  AFFAIRS  PLANNING 

PUBUC  INVOLVEMENT 


DIVISION  OF  SERVICES 


ACCESS 

ADP 

AVIATION  MANAGEMENT 

CADASTRAL  SURVEY 

CARTOGRAPHY 

CENTRAL  FILES 

CONTRACTING 

CURRENT  YEAR  PROGRAM  COORDINATION 

AND  MONITORING 
DESIGN  &  CONSTRUCTION 
DIRECTIVES  MANAGEMENT 
ENGINEERING 
EQUIPMENT  MANAGEMENT 
EVALUATION  PROGRAM  COORDINATION 
FIRE  SUPPRESSION 
FISCAL  MANAGEMENT 
IMPREST 

INCENTIVE  AWARDS 
LABOR  MANAGEMENT  RELATIONS 
LAW  ENFORCEMENT 
UBRARY 

MANAGEMENT  ANALYSIS/SYSTEMS 
MAPPING 

MULTI-YEAR  PROGRAM  COORDINATION 
OFFICE  SERVICES 
ORGANIZATIONAL  DEVELOPMENT 
PAPERWORK  MANAGEMENT 
PERSONNEL 

PRINTING  AND  GRAPHIC  ARTS 
PRIVACY  ACT 
PROCUREMENT 

PROGRAM  PACKAGE  COORDINATION 
PROPERTY  MANAGEMENT 
PROTECTION 
REMOTE  SENSING 
SAFETY 

SPACE  MANAGEMENT 
TELECOMMUNICATIONS 
TRAINING 

VEHICLE  MANAGEMENT 
WORD  PROCESSING  MANAGEMENT 
YOUTH  PROGRAMS 


H 


H 


MODEL  B  ORGANIZATION  CHART 


EEO 

STATE  DIRECTOR/ 
ASSOCIATE  STATE  DIRECTOR 


PUBLIC  AFFAIRS  STAFF 


DIVISION  OF 
RESOURCES 


PLANNING  AND 

ENVIRONMENTAL 

COORDINATION  STAFF 


lT 


DIVISION  OF 

LANDS  AND 

MINERALS 


APPRAISAL 
STAFF" 


J 


BRANCH  OF 
RECREATION  AND 
SPECIAL  AREAS 


BRANCH  OF 

BIOLOGICAL 
RESOURCES 


L 


OR 


DIVISION  OF 
SERVICES 


PUBLIC 

INFORMATION 

STAFF 


LAW 
ENFORCEMENT 


J 


BRANCH  OF 

LANDS 


c 


BRANCH  OF 
MINERALS 


DIVISION  OF 
SERVICES 


LAW 
ENFORCEMENT 


SAFETY 


lP 


BRANCH  OF 
OPERATIONS 


BRANCH  OF 
ADMINISTRATION 


BRANCH  OF   I 
PUBLIC  LAND 
RECORDS      i 


MANAGEMENT 
ANALYSIS 


BUDGET 
STAFF 


BRANCH  OF 

CADASTRAL 

SURVEY 


BRANCH  OF 
ENGINEERING  AND 
SUPPORT  SERVICES 


1  bK  BT,00LH0AGV,C^AR^0UFR°CREESSTRY  AN°  "^  RANQE'  WATERSHED  *»  *""*  »  «  OF 

2  OPTIONAL 


BRANCH  OF 
PROTECTION 


BRANCH  OF 

INFORMATION 

SERVICES 


BRANCH  OF 
PRINTING  AND 
GRAPHIC  ARTS 


BRANCH  OF 

ADMINISTRATIVE 

SERVICES 


BRANCH  OF 

PERSONNEL 

MANAGEMENT 

EXHIBl 

BRANCH  OF 

MAPPING  AND 

PHOTOGRAMMETRY 


The   Division  of  Resources   in  Model   B  has    three  major   functional   shifts 
compared    to   the   current   organization: 

o     The  general   responsibilites    presently  assigned    to   the  Division  of   P&EC 
are   incorported   into   the  Division  of  Resources   except   the   program 
package  coordination  function.     This  aspect   of  budget  document 
coordination  is  combined  organizationally  with  other  budget  related 
responsibilities   (e.g.,   AWP  coordination)   in  the  Division  of 
Administration. 

o     Responsibility   for   the   lands   and  minerals   portions   of   policy 

development,    program  direction,   and   other   lands  and  minerals   functions 
historically  carried   out   by  Resources   shift   to   the  Division  of  Lands 
and  Minerals. 

o     The  role   of  the   Division  shifts    from  that   of  a  detailed  review/ approval 
process   to   that  of   front   end  assistance/training   and  periodic 
evaluation  of   products   to  determine   program  effectiveness   and  need   for 
additional  policy  or  program  guidance.     Emphasis  is  placed   on 
non-operational   involvement   of   the   Division   in  the   program 
responsibilities   of   the  District   and   Resource  Area  Offices. 

Division  of   Lands   and   Minerals 

This  model   consolidates   all   aspects  of   the   lands   and  minerals   program, 
policy  and   operational  support  responsibilities  in  the   Division  of   Lands 
and   Minerals.      This   includes   casework  adjudication,    public   land   records 
and   status,  and   appraisals. 

The   Division   of   Lands   and  Minerals    in  Model    B  has   three  major   functional 
shifts  compared   to    the   current   organization: 

o     The   program   lead   and  policy  direction  responsibilities   for   lands   and 
minerals   are  assigned    to  this   Division   from  the  Division   of  Resources. 

o     All   lands  and   minerals   casework  related   operations   are  consolidated   in 
this   Division  including   adjudication,   dockets,   accounts,    public   room, 
mining  claim  recordation,   and  public   land  and   survey  records   (to   the 
extent    that    these   operational   functions   are   performed   in   the   State 
Office). 

o     The   public   reception   desk  and   general  walk-in  public   information  needs 
are   provided   by   this   Division  in  conjunction  with   the   public   room  and 
status   records. 
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Division  of   Services 


The   Division  of    Services    in  Model    B  is   responsible    for   providing   all 
administrative  and   operational  support   to   the  organization  and   to   provide 
policy  and   general   guidance   to   the   field  on  operations   functions  and 
administrative  matters-      The   functions   of   this   Division  include   cadastral 
surveys,   engineering,   law  enforcement,   resource  protection,   personnel 
services,   administrative   services,   information   systems   services,   and 
budget   coordination. 

The   Division  of   Services   in   this  model   has   two  major   functional   shifts  or 
consolidations  compared   to   the   current  organization: 


All   short  and  long-range  budget  and   package   coordination   functions  are 
consolidated    in   this   Division  as   a   staff. 


o     All    information  services   functions  of  data   processing, 

telecommunications,   and   remote   sensing  are   consolidated  as  a   staff  or 
branch   in   this   Division. 

Model  C  Organization 

Model   C  establishes   two   Staffs   (EEO  and   Public   Affairs)   and   two   Deputy 
State  Directors    (Resources  and   Services).      The   Division  of   Resources  and 
the  Division  of   Planning  and   Environmental   Coordination  report   to   the 
Deputy   State  Director   for   Resources.      The   Division  of   Operations   and   the 
Division  of  Administration  report   to    the   Deputy   State  Director   for 
Services.      A  summary  functions   list  and   a   Division   subs t rue turing   chart 
are   shown   on  Exhibits   7   and   8. 

Division  of   Planning   and   Environmental    Coordination  (P&EC) . 


The   Division  of   P&EC  in   this  model    is    responsible   for   coordinating    the 
development   of  long-range   comprehensive   plans    for   the  management   of 
public   lands   and   resources   and   ensuring   adequate  consideration  for 
environmental   concerns   in   all    decisions.      The   Division  of   P&EC  in  Model 
does   not   constitute  a  change    in   functional    responsibilities   from   the 
current   organization. 

Division  of  Resources 

In   this  model,    the   Division  of  Resources   has    primary  responsibility   for 
those   program  areas  historically  included    in   the  current  Division  of 
Resources.      Specifically  -  energy  minerals    (oil  and   gas,   coal,    geothermal 
steam,   oil   shale,   tar   sands,    uranium),   nonenergy  minerals,    lands   and 
realty,    forestry,   range  management,    wild   horses  and   burros,   cultural 
resources,   wilderness,   off-road   vehicles,   national   rivers   and   trails, 
visual   resources,   general   and   extensive   recreation,    soils,    water,  air, 
and  wildlife   habitat   programs   plus   fire  ecology  matters.      The  Division  of 
Resources   in  Model   C  does   not   constitute  a   change   In  functional 
responsibilities   from   the   current  organization- 
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1  MAXIMUM  OF  3  BRANCHES  PER  STATE  FROM  THOSE  LISTED 

2  OPTIONAL 


Division  of   Operations 

This  model    consolidates   all   the   lands   and   minerals   casework   functions   in 
the   Division  of   Operations.      The  Division  of   Operations   is    principally 
responsible    for  providing   operational   support    to    the   statewide 
organization  and   providing  policy  and   technical   program  guidance   to   field 
offices   on  operations   functions.      Specifically,    this   includes   lands   and 
minerals  adjudication,   public  land  records  and  status,   cadastral  surveys, 
engineering,    law  enforcement,   resource   protection,   appraisals,   and 
mapping.      It  does  not  include  lands  and  minerals   policy  and  program 
leads . 


The   Division  of   Operations   in  Model   C  has   two  major   functional   shifts 
compared    to   the   current  organization: 

o     All   lands  and  minerals   casework  related  operations  are  consolidated   in 
this   Division  including   adjudication,   dockets,   accounts,    public   room, 
raining  claim  recordation,   and  public   land  and  survey  records   (to   the 
extent   that   these  operational   functions   are   performed   in   the   State 
Office). 


o     The   public   reception  desk  and   general  walk-in  public   information  needs 
are   provided   by   this  Division  in  conjunction  with  the   public   room  and 
land   status  records. 

Division   of   Administration 

The   Division   of   Administration   in  Model   C  Is   responsible    for   all 
administrative   support   services    throughout    the   State  Office   and,    in 
addition,    provides  general   guidance   and   direction   in   administrative 
matters   to   all  field  offices.      The   functions   of    this  Division  include 
providing  various    personnel,   administrative,   information   systems,  and 
graphics    services;    budget   coordination;    and  management   analysis. 

The   Division  of   Administration   in   this  model    has    the   following 
consolidations   or   functional   changes   compared    to   the   current 
organization: 


o     All   short   and    long-range    budget   and    package   coordination   functions   are 
consolidated   in   this   Division   as  a   staff. 

o      All    information   services   functions   of  data   processing,    telecommunica- 
tions,  and   remote   sensing   are   consolidated    in   this  Division  as  a   staff 
or  branch. 


o      Aviation  Management   and    Safety  are   assigned    to    this   Division    from  the 
Division  of   Technical    Services. 
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ANALYSIS  OF  ALTERNATIVE  MODELS 

The  preceding  part  of  this  section  discussed  how  the  organizational 
design  products  of  the  State  and  District  Office  work  groups  were 
distilled  to  represent  three  basic  model  alternatives.   The  general  roles 
and  functions  of  the  Divisions  in  each  model  were  discussed.   This  part 
of  the  report  addresses  the  commonalities  of  those  models  and  develops 
the  advantages  and  disadvantages  to  each  as  compared  to  the  current 
organization  as  the  team  sees  them.   Many  of  the  work  groups  also 
contributed  to  development  of  the  advantages  and  disadvantages  through 
their  own  assessment  of  the  models. 

Characteristics  Common  to  all  Three  Models. 

All  three  of  these  alternatives  have  the  following  characteristics. 
They: 

o  Consolidate  lands  and  minerals  casework  processing  operations. 

o   Improve  program  coordination  between  Resources  and  Planning  and 
Environmental  Coordination  (but  to  a  lesser  degree  in  Model  C) . 

o  Retain  EEO  and  Public  Affairs  as  direct  staffs  to  the  State 
Director/Associate  State  Director. 

o  Consolidate  automated  data  processing  (ADP) ,  remote  sensing, 

telecommunications  and  the  technological  guidance  and  evaluation 
aspects  of  other  Information  services  into  a  Staff  or  Branch  of 
Information  Services. 

o  Assign  the  annual  work  plan,  four-year  authorization,  and  program 
package  compilation  aspects  of  the  budget  process  to  the  Division  of 
Administration. 

o  Combine  all  walk-in  public  contact  in  one  location. 

o  Assign  aviation  management  and  safety  (where  not  already  there)  to 
the  Division  of  Administration. 

Advantages  and  Disadvantages  of  Model  A 

Model  A  establishes  three  Divisions:   Resources,  Operations,  and 
Administration.  This  model  merges  the  current  Division  of  Planning  and 
Environmental  Coordination  into  the  Division  of  Resources  as  a  Staff  tb 
the  Division  Chief.  All  the  lands  and  minerals  operations  and  casework 
functions  (including  records,  dockets,  and  accounts)  are  placed  together 
in  the  Operations  Division  along  with  most  of  the  functions  currently  in 
the  Division  of  Technical  Services.   The  Division  of  Administration 
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assumes  the  remaining  responsibilities  of  the  present  Division  of 
Management  Services  along  with  ADP  and  other  information  systems  where 
not  already  included. 

Advantages  of  Model  A 

o  Resolves  fragmentation  and  overlap  of  P&EC  and  Resources. 

o  Resolves  fragmentation  of  lands  and  minerals  operations. 

o  Retains  lands  and  minerals  as  full  participants  in  multiple-use 
policy. 

o  Provides  for  full  resource  and  land  use  program  coordination  and 
direction  at  the  Division  level. 

Disadvantages  of  Model  A 

o  Isolates  State  Director  from  independent  multi-resource  P&EC 
perspective  and  reduces  implied  importance  of  planning  and 
environmental  responsibilities. 

o   Places  more  staff  in  Operations  Division  than  in  the  other  two 
Divisions. 

Advantages  and  Disadvantages  of  Model  B 

Model  B  merges  the  Division  of  Planning  and  Environmental  Coordination 
into  the  Division  of  Resources  as  a  staff.  This  structure  also 
centralizes  all  lands  and  minerals  functions  including  policy  and  program 
direction  and  operations  into  a  Division  of  Lands  and  Minerals.   The 
remaining  functions  of  the  current  Division  of  Technical  Services  and 
Management  Services  are  merged  into  a  new  Division  of  Services. 

Advantages  of  Model  B 

o  Resolves  fragmentation  and  overlap  of  P&EC  and  Resources. 

o  Resolves  fragementation  of  lands  and  mineral  operations. 

o  Eliminates  coordination  problems  within  the  lands  and  minerals 
programs. 

o  Potentially  facilitates  lands  and  minerals  case  processing  (but  only 
in  absence  of  conflict  with  other  resource  program). 

Disadvantages  of  Model  B 

o      Isolates   State  Director   from  independent  multi-resource  P&EC 
perspective  and   reduces   implied   importance   of    planning  and 
environmental   responsibilities. 
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o   Isolates  lands  and  minerals  resources  from  full  participation  in 
multiple  resource  allocation  decisionmaking. 


o  Creates  tendency  for  lands  and  minerals  to  be  inadequately  considered 
in  land  use  planning  efforts. 

o  Sets  up  potential  for  conflicting  priorities  and  guidance  to  the 

Districts  from  the  Division  of  Lands  and  Minerals  and  the  Division  of 
Resources. 

o  Requires  State  Director  involvement  for  conflict  resolution  between 
Division  of  Lands  and  Minerals  and  the  Division  of  Resources. 

o  Isolates  lands  and  minerals  personnel  from  others  in  resources 

management  and  may  hinder  their  career  opportunities  in  management. 

o  Sets  up  an  organization  that  is  significantly  out  of  alignment  with 
District  Offices. 

o  Creates  difficult  supervisory  task  for  Services  Chief  because  of  the 
variety  of  programs  and  large  span-of-control  (at  least  nine 
branches) . 

o  Could  reduce  some  current  branches  to  sections  depending  on  the 
substructure  selected. 

Advantages  and  Disadvantages  of  Model  C 

Model  C  assigns  the  current  Division  of  Planning  and  Environmental 
Coordination  and  the  Division  of  Resources  to  a  Deputy  State  Director  for 
Resources.  This  model  addresses  the  fragmentation  in  lands  and  minerals 
operations  by  combining  all  the  lands  and  minerals  case  processing 
functions  in  the  new  Division  of  Operations.   In  addition  the  new 
Division  of  Operations  and  the  Division  of  Administration  are  both 
assigned  to  a  Deputy  State  Director  for  Services. 

Advantages  of  Model  C 

o  Resolves  fragmentation  of  lands  and  minerals  operations. 

o  Permits  problems  to  be  solved  at  a  lower  level  of  organization  (less 
refereeing  by  State  Director). 

o  Reduces  State  Directors'  span-of-control. 

o  Provides  additional  step  in  management  career  ladder. 

Disadvantages  of  Model  C 

o  Continues  overlap  and  duplication  of  roles  of  Resources  and  P&EC 

o  Adds  management  layer  which  increases  overhead. 
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o  Causes  policy  problems  to  pass  upward  through  more  layers. 

o  Adds  an  additional  layer  to  filter  information  and  dilutes  the 
knowledge  level  of  staff  reporting  directly  to  the  State  Director 
while  further  isolating  the  State  Director  from  principal  staff. 

o  Places  a  disproportionate  number  of  people  reporting  to  the  Services 
Deputy. 

o  Creates  a  difficult  supervisory  task  for  Services  Deputy  because  of 
diversity  of  programs. 

o  Creates  a  more  bureaucratic  structure. 


IV  -  17 


• 


ALTERNATIVE   OPTIONS    CONSIDERED 


A  number   of   optional   staff   units   reporting   directly   to   the   State  Director 
and   Associate   State   Director  were   proposed   In  the   field   data  gathering 
phase   of   the   Study.      Two   optional   staff   units  which  warranted   serious 
consideration  were   analyzed   in   some   depth  and   discussed  with   team 
advisors.      These   are: 

o     A  Policy,    Budget,   and   Evaluation  Coordination  Staff. 

o     An  Executive   Secretariat  Office. 

Policy,   Budget  and  Evaluation  Coordination  Staff 

As   discussed,   this   staff  would  incorporate   the   policy  guidance  and 
program  priority  coordination  role   of   the   Planning  and  Environmental 
Coordination  Staff  and   the   short   and   long-term  budget   compilation 
responsibilities   of  the  Division  of  Administration  or   Services  described 
in  organizational  Models  A,    B,   and   C.      It  would  have   the   lead   in 
developing  and  maintaining   long-term  State   Director   policy  guidance  and 
program  priority  analysis   in  consultation  with  other  Divisions.      It  would 
compile  Annual  Work  Plan  submissions  and   provide  monitoring  and   budget 
analysis   service   for  all  program   leaders   and   Division  Chiefs.      It  would 
also   have   the   lead   responsibility  in   preparing   long-term  program  and 
4-year  authorization  submissions   using    inputs   from  program   leaders   in  the 
Division.      Finally,   it  would   be  responsible    for   scheduling  and   tracking 
evaluations   and   follow-up  with  special   emphasis  on  monitoring   program 
effectiveness   in  meeting   long-term  resource  management  objectives. 

A  major   factor   in   favor   of   such  a   staff   is   that   it  would   provide  a  close 
linkage   between  long-term  program  direction,    program-budget  development, 
and   evaluations  of   program  effectiveness.      It   would  provide  a   place   to 
shape   the   individual   program  components   into   a   long-term  policy  view. 
Furthermore,   it  recognizes   the   informal  organizational   factor   that   State 
Directors   and  Associate   State  Directors   often  by-pass  Division  Chiefs  and 
go   directly   to   program  analysts  and   budget  analysts    for  consulations  on 
program  packages,   4-Year  Authorization  and  Annual  Work  Plan  development. 

There  are  a  number  of  disadvantages  of   such  a  staff  reporting  directly  to 
the  State  Director.      Considerable  influence  and  control  could  tend   to 
concentrate   in   this   staff.      It   could  create  a  powerful  adversary  role   to 
the  Divisions  and  dominate   Division  Chief  responsibilities    for   program 
policy  development  and   coordination.      Its  existence  might  even  necessiate 
another   level  of  surnaming  review  for  many  documents.      Its  budget   program 
compilation  role  would  be  much  more  likely  to  become  a  budget   setting 
role   than  would   be   the   case   If   this   function  were   in  the  Division  of 
Administration.      The   "Management   Team"   role   in  policy,    priorities,   and 
program  budget  development  could   be  greatly  diminished.      Evaluations   are 
already  adequately  administered  with  the  Associate  State  Director 
responsible    for   General  Management   Evaluation  direction,  the  Division 
Chiefs  designing   functional   evaluations,   and  Management   Services   tracking 
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and  administering  the  follow-through  proceses.   Finally  the  proposed 
Planning  and  Environmental  Coordination  (P&EC)  Staff  of  Models  A  and  B  is 
envisioned  as  being  principally  responsible  for  providing  multiresource 
program  and  policy  coordination  and  analysis  on  behalf  of  the  Chief, 
Division  of  Resources.  It  would  be  unnecessarily  redundant  for  another 
organization  to  perform  this  important  role  of  P&EC. 

It  is  the  opinion  of  the  study  team  and  Its  advisors  that  the 
disadvantages  inherent  in  such  a  staff  reporting  directly  to  the  State 
Director/ Associate  State  Director  strongly  outweigh  its  several 
attractive  advantages,  and  that  all  the  roles  envisioned  for  the  staff 
are  capable  of  being  effectively  performed  In  other  organizational  units. 

Executive  Secretariat 

Field  interviews  Indicated  some  limited  interest  in  providing  an  optional 
Executive  Secretariat  Staff  to  the  State  Director.   Such  a  staff  could 
provide  logistical  support  to  the  State  Director,  e.g.  setting  up 
meetings,  tracking  of  critical  issues  management,  correspondence  control. 
It  could  also  serve  as  a  coordination  point  for  intergovernmental 
relations  including  Congressional  and  State  legislature  liaison.  If 
desired  by  the  State  Director,  it  could  also  be  used  for  policy  advice 
and  crisis  management  when  needed.  To  a  certain  extent,  the  expression 
of  interest  for  this  type  of  organization  appeared  to  be  a  reflection  of 
the  existence  of  the  organization  in  the  Headquarters  Office. 

The  study  team  considered  the  merits  of  an  organizational  entity  of  this 
type  at  the  State  Office  level.   It  was  the  consensus  of  the  team  that 
the  volume  of  these  activities  was  insufficient  in  a  State  Office  to 
justify  the  commitment  of  staff  to  have  them  all  performed  in  a  single 
location.  It  is  the  opinion  of  the  team  that  these  functions  can  be 
adequately  administered  through  current  organizational  systems  and  thus, 
establishment  of  an  Executive  Secretariat  is  not  recommended.  The  study 
team  is  particularly  reluctant  to  attach  any  organizations  to  the  Office 
of  the  State  Director  that  are  not  absolutely  necessary. 
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RECOMMENDATION  ON   ORGANIZATIONAL   STRUCTURE 

The   study   team   recommends  Model   A  as    the   standard   State  Office 
organizational  structure.      In  assessing  the  various  models,   it   is  clear 
that  each   represents  more  of  a  readjustment   of   the   structure   than  it  does 
any  radical  departure   from  the   current  organizational  model.      Of  those 
findings   and   recommendations   that  have   a  direct   bearing   on  organizational 
structure  only   five  are  critical   to  the   selection  of  the  model.      The 
remaining   findings   are  equally  resolvable  under   any  of   the  models. 

The    first    two   findings   affecting   organization  structure  are   the   role   of 
the   State   Office  and  the   staff   specialist.      The   team  has  recommended  that 
to   move   effectively   through   the   decade  of   the   1980's   the   State  Office  and 
the   staff   specialist   have    to  move   away   from  the   current   product  review 
orientation  and   operational   Involvement.      Instead,    the   roles  must 
emphasize   policy  and  program  development  and  guidance,   training,  and 
evaluation  of  accomplishments.      On-the-ground   technical  operations  and 
product  review  Is    to  be   a  District   Office   function  allowing  the   State 
Office   to   operate  with  leaner   staffs.      Model   C  is  less   suitable   than 
Models  A  or   B  because   it  is  more   directed   toward   accommodating  the 
current   State  Office  and   staff  specialist   role.      Although  the  new  role 
definition  can   fit   Into   a  Model   C  organization,   it   is   an  unwieldy  and 
inefficient   arrangement  with  excessive   supervision  and   layering  where 
reduced  staffing  is   envisioned. 

The   third   finding   to  consider  is   the  need   to  reduce  the  State  Director's 
span-of-control.      In  discussion  of   this   issue    the   team  found    that   span  of 
supervisory  control  was   not    so  much  the   problem  as   was   span-of-control   of 
multiple   functions.      This  can  be   remedied   through  delegating  more 
authority   to   the   Division  and   Staff  Chiefs   thereby  reducing  the   number  of 
documents  and    issues   requiring   the   States   Director's   attention. 
Increased  delegation  can  be   accomplished   in  any  of  the  models.      Reducing 
supervisory   span-of-control   is   the   singularly  most  attractive   feature  of 
Model   C,   but   this   is  no  longer   seen   to   be  an   imperative  criteria. 

The   fourth   finding   to  consider  is  the  merger  of  P&EC  and  Resources.      This 
too  builds  on  the  role  recommended  for   the   State  Office  in  the  1980's. 
The  team  concluded  that  the  new  role   for  P&EC  no  longer  requires  a 
separate  Division  to   perform  its   functions.      In  fact,    the    team  envisions 
that   P&EC  will   perform  more  effectively  in  achieving  the  Bureau's  mission 
goals  as  a   staff  to    the  Chief,   Division  of  Resources.     Models  A  and  B 
accommodate   this  recommendation.      Model   C  does   not  as  it  retains   P&EC  in 
its  current  Divisional   status  with  its   traditional   role   and   functional 
involvement. 

The    final   finding  affecting  organizational  structure  is   the   lands  and 
minerals   program  and   the   fragmentation  of    these   operations   at   the   State 
Office   level.      This    problem  has   two  components.      The   first   is 
fragmentation  of   the  casework  related   tasks   (adjudication,   status, 
records,   dockets,   etc.).      In  each  of   the  three  models   the   team  proposes 
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that  these  components  be  brought  together  into  a  single  organizational 
unit.   The  second  part  of  the  problem  involves  the  continued  separation 
of  lands  and  minerals  program  and  policy  development  (now  in  Resources) 
from  the  lands  and  minerals  operations  and  casework  functions  (now  in 
Technical  Services  and  Management  Services).  The  team  strongly 
recommends  separating  the  program  and  policy  components  from  the 
operating  (casework)  components.  This  is  absolutely  necessary  and 
realistically  implementable  through  role  definition.  Removing  the  lands 
and  minerals  program  and  policy  responsibility  from  Resources  would 
potentially  create  conflicting  program  direction  that  does  not  now  exist. 
A  merger  of  program  and  policy  development  with  the  operations  components 
would  do  nothing  to  enhance  casework  processing  or  land  use 
decisionmaking.  It  might  actually  be  disruptive  by  establishing 
organizational  barriers  to  full  multiresource  program  coordination. 
Model  B  combines  these  elements  into  a  single  division  and  based  on  the 
study  team's  conclusions  is  not  a  satisfactory  solution. 

In  terms  of  accomodating  and  resolving  the  issues,  Model  A  most 
effectively  meets  the  study  team's  objectives  as  outlined  in  Section  I 
and  the  study  team's  recommendations  as  detailed  in  Section  III. 
Guidelines  for  organizational  structuring  of  Model  A  are  contained  in 
Appendix  H. 
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SECTION  V  -  STAFFING  AND  GRADE  IMPACT  ANALYSIS 


The  study  team  has  concluded  that  implementation  of  its  recommendations 
will  reduce  staffing  at  the  State  Office  level  permitting  some  positions 
to  be  shifted  to  lower  field  levels  of  the  organization.  Concurrently 
there  are  grade  implications  associated  with  the  changing  role  of  the 
State  and  District  Offices. 

STAFFING  ANALYSIS 

There  are  three  distinct  components  that  need  to  be  considered  to 
equitably  address  the  issues  of  staffing  efficiency  and  size  at  the 
State  Offices. 

The  three  components  are: 

o  Staffing  reductions  achieved  through  reorganizing  to  reduce 
fragmentation  and  overlap  of  duties. 

o  Staffing  reductions  attributable  to  redefining  the  role  of  the  State 
Office  and  staff  specialists  to  eliminate  or  minimize  duplication  of 
duties  throughout  the  hierarchical  structure. 

o  Staffing  reductions  available  through  decentralizing  work  now 
performed  at  the  State  Office. 

In  considering  the  first  component  it  is  fair  to  say  that  there  Is  very 
little  difference  between  the  present  staffing  of  the  State  Offices  and 
that  of  any  of  the  three  Models  which  can  be  attributed  to 
organizational  structure.  Basically,  Models  A  and  B  use  one  less 
Division  Chief  (Planning  and  Environmental  Coordination),  but 
reconstitute  the  position  as  a  staff  chief  in  the  Division  of  Resources. 
The  Technical  Services  and  Management  Services  Divisions  are 
consolidated  into  a  Services  Division  in  Model  B,  but  Branch  Chiefs  for 
Operations  and  Administration  are  required.  Alternative  C  actually  adds 
two  new  positions  plus  secretarial  support  positions  for  its  two  Deputy 
State  Directors. 


Although  none  of  the  new  structures  directly  produces  a  savings  in 
positions,  this  does  not  mean  staff  savings  are  not  achievable  through 
reorganizing.  Gains  may  be  made  by  combining  the  Division  of  P&EC  with 
the  Division  of  Resources  and  thereby  reducing  the  workload  generated 
from  some  of  the  cross  divisional  coordination  and  duplication  required 
under  the  current  model.   Some  positions  savings  may  also  be  achieved 
through  bringing  the  various  components  of  casework  processing  together 
(adjudication,  records,  docket,  etc.)  to  facilitate  priority  setting  and 
case-flow  in  the  State  Office.   But  taken  together  these  staffing 
savings  are  fairly  nominal  and  probably  amount  to  no  more  than  one  or 
two  percent  of  the  total  State  Office  staffing.   Far  greater  savings  are 
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actually  achievable  through  adoption  and  adherence  to  the  role  and 
functions  of  the  staff  specialist  and  the  State  Office  as  recommended 
Section  III. 


in 


The  study  team  envisions  the  role  of  the  State  Office  in  the  1980's  as 
being  much  less  operational,  with  less  detailed  step-by-step  review  of 
District  products,  e.g.  in  planning,  program  decisions,  and  EIS 
preparation.   There  should  be  more  emphasis  placed  on  evaluation  of 
programs  and  providing  training  or  assistance  on  new  projects  and  in 
using  new  techniques.   The  study  team  believes  this  emphasis  is 
paramount  to  achieving  reductions  in  the  size  of  the  Planning  and 
Environmental  Coordination  unit.   Furthermore,  this  would  allow  it  to 
perform  as  a  staff  to  the  Chief,  Division  of  Resources.  P&EC  size 
currently  varies  from  13  to  32  with  the  median  being  20.   The  team  sees 
the  new  P&EC  staff  comprised  of  10  or  less  positions  total.   This  size 
would  preclude  the  need  for  a  substructure.   Savings  of  nearly  similar 
proportion  should  be  possible  in  Resource  staffing  through  less  emphasis 
on  product  review  and  operational  activities  at  the  State  Office. 
Division  of  Resources  size  currently  varies  from  18  to  44  with  the 
median  being  31.   The  State  Office  staff  should  not  be  performing  review 
tasks  that  duplicate  those  performed  at  the  District  Office.  Daily 
budget  monitoring  activities  of  the  Resource  staff  specialist  should,  at 
a  minimum,  be  reduced  and,  if  possible,  transferred  entirely  to  the 
Budget  Staff  analysts.   This  would  free  the  Resources  staff  specialist 
from  the  daily  and  routine  budgetary  demands  and  allow  that  individual 
to  concentrate  on  providing  technical  advice  and  training  services  to 
aid  the  District  Offices  in  improving  efficiency  and  effectiveness. 
This  does  not  imply  direct  involvement  in  operational  work,  however. 
The  team  found  that  most  of  the  State  Offices  have  too  many  staff 
specialists  in  the  Division  of  Resources  conducting  excessive  reviews  of 
District  Office  work,  involved  in  too  much  operational  work,  and 
performing  too  many  routine  budgetary  tasks.  The  team  anticipates  the 
Resources  Staff  Specialist  will  become  more  of  a  technical  advisor  to 
the  District  Office  and  will  also  provide  necessary  training.   Staffing 
needs  would  be  reduced  by  utilizing  more  multi-discipline  specialists, 
e.g.  a  range/ watershed  specialist;  a  wildlife  specialist  for  all  species 
categories;  a  recreation  specialist  responsible  for  visual  and 
wilderness  values;  etc.  Out  of  necessity  such  a  person  would  still  have 
to  perform  certain  budgetary  development  tasks  for  the  State  as  a  whole, 
but  otherwise  the  routine  budgetary  tasks  and  package  consolidations 
should  be  predominantly  the  responsibility  of  the  Budget  staff.   The 
program  specialist  will  also  have  to  be  involved  in  budgetary  matters  to 
the  extent  that  technical  program  elements  are  an  issue. 

In  an  effort  to  assess  the  degree  staff  savings  might  be  achieveable 
through  role  redefinition,  team  members  asked  two  State  Offices  to  make 
some  tentative  estimates  of  staffing  efficiencies  possible  under  the  new 
State  Office  role.  This  task  was  performed  on  short  notice  as  part  of 
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the  work  group  input  process.   Highly  tentative  projections  ranged  from 
reductions  of  nine  to  thirteen  percent  reductions  of  present  State 
Office  staffing.   In  any  case,  it  is  clear  that  more  staffing 
efficiencies  are  achieveable  through  a  role  change  than  through 
structural  adjustments  to  the  organization. 

It  is  important  to  keep  in  mind  that  such  State  Office  staffing 
reductions  would  not  necessarily  mean  a  total  reduction  in  BLM 
employment.   Consistent  with  this  study's  objectives  and  the  District 
Office/Resource  Area  Study  recommendations,  positions  pared  from  State 
Office  staffing  would  be  used  to  strengthen  on-the-ground  resource 
management  capabilities  particularly  in  Resource  Areas  and  to  a  lesser 
extent  District  Offices. 

It  is  essential  to  emphasize  that  for  staffing  reductions  to  occur  and 
remain  permanent,  the  Headquarters  Office  must  be  willing  to  carefully 
evaluate  the  demands  it  makes  on  the  State  Office  staffs  for  compiling, 
consolidating  and  coordinating  information,  data,  reports,  etc., 
especially  under  short  deadlines. 

The  final  component  to  consider  is  staffing  reductions  possible  through 
decentralizing  work  from  the  State  Office  to  the  District  Offices  and 
ensuring  that  State  Offices  are  engaging  in  the  minimum  level  of 
operational  work  possible.   The  study  team  is  making  no  recommendations 
on  how  a  particular  program  or  function  should  be  decentralized  in  order 
to  perform  most  effectively  or  efficiently.   This  is  a  determination 
best  to  be  made  by  the  individual  programs.   Furthermore,  time  did  not 
permit  the  team  to  assess  the  degree  to  which  some  State  Offices  are 
engage  in  more  operational  detail  than  others.   During  the  data 
collection  phases  the  team  formed  some  Impressions  leading  it  to 
conclude  that  certain  State  Offices  operate  in  a  more  centralized, 
control-oriented  manner  than  others.   Because  of  this,  some  States  have 
much  greater  opportunities  for  moving  staff  to  the  District  and  Area 
Offices.   Exhibits  9  and  10  provide  some  assessment  of  the  potential  for 
staffing  shifts.   This  information  should  be  considered  as  illustrating 
possible  opportunities  and  should  not  be  viewed  as  absolute. 

Alaska,  Oregon,  and  the  Eastern  States  Offices  are  not  included  in  these 
Exhibits  because  their  staffing  and  program  composition  are  too 
dissimilar  to  allow  reasonable  comparisons  with  the  other  nine  States. 
Exhibit  No.  9  depicts  staffing  numbers  of  permanant  and  WAE  positions 
broken  out  by  State  Office  and  Division.   These  figures  are  based  on  the 
December  1980  and  March  1981  workforce  printouts.  Exhibit  No.  10 
displays  State  Office  Division  staffing  as  a  percentage  of  total 
Statewide  staffing.   The  purpose  for  providing  this  exhibit  Is  to 
illustrate  that  the  State  Office  is  primarily  a  service  organization  for 
the  Statewide  organization,  and  as  such,  its  relative  size  should  be  a 
fairly  constant  or  predictable  percentage  of  the  size  of  the  Statewide 
organization  workforce.   Two  factors  may  alter  any  State  Office's 
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percentage.      The    first    is    that   a   certain  minimum  number  of    staff   in   the 
State   Office  organization   is   required    to   provide   the  necessary   services 
regardless  of   how  small   the   Statewide   organization  workforce   is. 
Second,    States   with  considerable  mineral   activity  may  require  a    slightly 
higher  percentage   of   staffing   in   the  current   Division  of  Management 
Services   to   perform  the   labor-intensive    land  recordation   functions. 
However,  neither  of    these    factors   should  be   significant   enough   to 
explain  the  range   of   State   Office   staffing   from  state-to-state   of  24   of 
37   percent.      The   team  wishes   to   reiterate   that   this  Exhibit  by  itself, 
should  not   be   used   to   judge   the   staffing   efficiencies  and   operating 
philosophy  of   a   State  Office.      However,    the  Exhibit  does  depict 
significant   staffing   variations   that   are  not   readily  explainable,  and   it 
should  provide   impetus   for  management   to   look  closely  at   the  relative 
efficiencies   of   its   office  compared   to   other   State   Offices   to   judge   if 
the  disparities   are   justified   or   if   improvements   should  be  made. 


GRADE  IMPLICATIONS 


Both   this   study  report   and   the   District   Office/Resource  Area  Study 
report   assume   that   the  District  and  Area   Offices   will   be  responsible   for 
the  quality  and   technical   adequacy  of   their  own  work.      With  these 
responsibilities  being   delegated    to   the   District  and  Area  Office, 
certain  grade   level   presumptions   can  be  made   for   the   professional 
specialists.      A  professional   operating  at   the   Resource  Area   level  with 
full   technical   responsibility   for  his   or  her  area  of   expertise   can 
classify  at   the   GS-11   level.      It   is    possible    to   also   justify  GS-11  staff 
specialists  at   the  District   Office   level   provided   the   incumbents  of 
those   positions   have   full   activity   planning  and   programming 
responsibilities   for   their   areas  of   expertise.      Furthermore,   in  the 
instance   where   functional  staff  leaders   with  supervisory  responsibility 
are  established   in   the   Resource  Area  Offices,   grades   at   the  GS-12  level 
will   likely  be   sustainable.      This   should   go  a  long  way   towward  enabling 
us   to   retain   the   experienced   technical   and   professional   staff  members   at 
the  operating   field   level. 

Implementation  of   the   State   Office   study  itself  creates  certain  grade 
and   classification  implications    for   some   State  Office   positions.      The 
most    immediate   effect  of   the  recommended  organizational  structure   (Model 
A)    is   the   elimination  of   one  GS-14  position,   namely,    the  Chief,   Division 
of   Planning  and  Environmental   Coordination  and  the   two   GS-13  Branch 
Chief   positions   in   this  Division.      These  would  be  replaced   by  a   single 
Staff  Chief   position,    probably  at  grade  GS-13,  reporting   to  the  Chief, 
Division  of  Resources.     Beyond   the  effects  to   these  positions,  however, 
are  the   staffing  and  grade   implications  that  result   from  the  intended 
reduction  of   State  Office   staffing.      This   is   particularly  significant   to 
the   staffs  in  P&EC  and  Resources.     Most   of  these  staff  positions  are 
filled   at   the  GS-12  level.     Because   there  are  few  GS-12  positions   in  the 
District  and  Resource  Area  Offices,   most   State   Office   staff   positions 
cannot   be   readily  relocated   to  District   or  Area  Offices  without  adverse 
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affect  on  grade.  To  implement  the  study,  either  adverse  actions  will  be 
required  to  relocate  State  Office  personnel  or  the  shifting  of  positions 
to  the  District  and  Resource  Area  offices  from  the  State  Office  will 
have  to  occur  through  normal  attrition  rates. 
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Exhibit  9 


STATE  OFFICE  STAFFING 
Totals  by  Division  1/ 


AZ 


CA 


CO 


ID 


MT 


NM 


NV 


UT 


State  Director 

Special  Projects 

P&EC 

Resources 

Technical 
Services  2/ 

Management 
Services 

Total  SO  2/ 

TOTAL  STATE  2/ 


10 

13 

20 

36 


16 
4*** 

13 
39 

64 


18 

22 

44 

81 


15 
18 

43 


13 

6 

24 

36 

57 


18 
2 
32** 

31 

81 


10 

18 
30 

69 


14 

5 
20 
31 

55 


52  66  62 
131*  202  227 
439*  811     646 


1_/  Based  on  permanent  and  W.A.E.  employment  in  December  1980  and  March 
1981  (including  vacancies) 

If      Cadastral  Survey  not  included. 


*   Phoenix  Training  Center  not  included 
**  Includes  seven  assigned  to  ES  Team. 
***  Assigned  to  Technical  Services. 
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WY 


14 

22 
33 

78 


46 

74 

77 

66 

5S 

92 

131 

210 

241 

193 

184 

239 

550 

598 

644 

711 

658 

670 

Exhibit  10 


STAFFING   AS  A  PERCENTAGE  OF  TOTAL  STATEWIDE  STAFFING 
(Derived  from  Preceding  Table) 


AZ 

CA 

CO 

ID 

MT 

NM 

NV 

UT 

WY 

M 
E 
D 
I 
A 
N 

State  Director  1/ 

2% 

2% 

3% 

2% 

2% 

3% 

1% 

2% 

2% 

2 

P&EC 

3 

2 

3 

3 

4 

5 

3 

3 

3 

3 

Resources 

5 

5 

7 

3 

6 

5 

4 

5 

5 

5 

Resources  +  P&EC 
+  Special  Pro- 
jects (combined) 

8 

7 

10 

6 

11 

10 

7 

9 

8 

8 

Technical 
Services 

8 

8 

13 

8 

10 

13 

10 

8 

12 

10 

Management 
Services 

12 

8 

10 

8 

12 

12 

9 

9 

14 

10 

Total  State 
Office 

30 

25 

36 

24 

35 

38 

27 

28 

36 

30 

1/   Does  not  include  any  Special  Project  Staffing , 
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SECTION  VI  -  IMPLEMENTATION  STRATEGY 


This  section  will  briefly  outline  some  general  strategies  for 
implementing  the  recommendations  of  the  State  Office  Study.   The  current 
climate  of  probable  budget  cuts  is  making  Implementation  of  the  District 
Office/Resource  Area  Study  and  the  State  Office  Study  more  imperative 
than  ever.   These  two  studies  should  now  serve  as  the  targets  by  which  we 
guide  our  decisions  in  absorbing  any  budget  cuts.   Even  without  budgetary 
problems,  however,  implementation  of  these  studies  should  be  carried  out 
as  expeditiously  as  possible. 

Through  the  State  Office  Study  we  are  striving  for  efficient  and 
effective  operations  and  Bureauwide  organizational  consistency.   The  rate 
of  achieving  these  may  vary  from  State  to  State  as  determined  by  local 
circumstances.   At  this  time  only  general  guidance  toward  implementation 
can  be  provided.   Specifics  will  be  developed  through  supplementary 
instruction. 

Several  decisions  of  the  study  can  be  carried  out  with  minimal  disruption 
to  staff  and  work  being  performed  and  should  be  accomplished  within  a 
1  to  6  month  period.   Readily  accomplishable  with  immediate  gains  are 
establishing  the  Budget  Staff  and  reconsolidating  the  lands  and  minerals 
casework  processing  functions.   In  many  States,  establishing  the 
Information  Services  Staff  or  Branch  in  the  Division  of  Administration 
will  also  be  readily  achievable.   In  others,  implementation  of  the  latter 
will  require  a  longer  period  because  of  the  heavy  involvment  of  the 
Technical  Services  Chief  In  automated  data  processing  matters. 

Clearly,  the  implementation  time  for  many  other  decisions  will  be  longer. 
Most  should  be  accomplished  within  6  to  18  months  but  particular  local 
circumstances  may  require  extensions  beyond  that  time  before  they  are 
fully  carried  out.   The  merger  of  P&EC  and  Resources  and  the  reduction  of 
staffing  to  fulfill  the  new  role  as  well  as  other  role  changes  and 
staffing  adjustments  will  likely  need  to  be  implemented  on  a  phased  basis 
while  maximizing  the  use  of  vacant  positions  to  carry  out  necessary 
shifts. 

As  much  latitude  as  realistically  possible  should  be  granted  the  States 
to  carry  out  the  phases  of  implementation,  however,  current  budget 
exigencies  may  dictate  otherwises.  Under  forthcoming  instruction,  the 
Headquarters  Office  intends  to  provide  specific  guidance  to  the  States 
for  preparing  the  design  of  an  implementation  plan.  At  this  time,  the 
Headquarters  Office,  Division  of  Management  Research  must  approve 
Implementation  for  each  State.   It  Is  intended  that  this  will  cause  no 
significant  delays  as  long  as  the  organizational  design  proposals  are 
consistent  with  the  decisions  made  by  the  Director  on  the  Study  Office 
Study. 
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IN  UPLY  RSFSR  TO: 


United  States  Department  of  the  Interior        1212  <840) 


BUREAU  OF  LAND  MANAGEMENT 
WASHINGTON,  DC.  20240 


February  5,  198l 


Information  Memorandum  No.  81-102 
Expires   9/30/82 


To:       All  WO  and  Field  Officials 

From:     Director 

Subject:   Commencement  of  Bureauwide  State  Office  Study 

Starting  immediately  we  are  moving  forward  with  a  Bureauwide  State  Office 
organizational  study.   I  believe  this  to  be  a  timely  opportunity  to 
undertake  such  a  study  for  a  number  of  reasons.   First  of  all,  we  have 
recently  undergone  a  Headquarters  Office  reorganization  and  a  District 
Office/Resource  Area  study.   The  purpose  of  the  District  Office/Resource 
Area  study  has  been  to  specifically  review  and  define  the  organizational 
roles  and  responsibilities  of  the  field  level  offices.  The  definition 
of  these  roles  will  have  a  direct  bearing  on  the  degree  and  level  of 
responsibilities  that  need  to  be  provided  by  our  State  Office  organization. 
These  responsibilities  may  not  be  consistent  with  our  present  State  Office 
framework.   Secondly,  the  responsibilities  placed  on  the  Bureau  have 
changed  substantially  over  the  past  decade.  We  need  to  reassess  our 
ability  to  effectively  meet  these  new  demands.   Finally,  significant 
technological  and  other  changes  have  occurred  over  the  last  decade  that 
have  caused  us  to  periodically  adapt  our  organizational  structure  to 
accommodate  outside  influences.  We  need  to  examine  the  efficacy  of  these 
adaptations.  As  agreed  upon  in  the  last  State  Director's  meeting,  we  will 
pursue  these  issues  in  an  organizational  development  session  during  the 
March  State  Director's  meeting.   This  will  also  include  discussions  on  the 
role  of  State  Directors  and  the  recommendations  of  the  District  Office/ 
Resource  Area  study. 

To  conduct  this  study,  we  are  establishing  a  team  of  Bureau  employees 
headed  by  two  Headquarters  Office  analysts  from  the  Division  of  Management 
Research.   The  team,  divided  into  five  groups  of  two  will  conduct  a 
series  of  data  and  information  gathering  interviews  in  the  State  Offices, 
a  selected  number  of  District  Offices,  the  Washington  Office,  and  the 
Denver  Service  Center.   Following  the  interviews  the  five  groups  ..will 
convene  to  develop  findings  and  recommendations  that  will  serve  as  the 
basis  for  writing  the  full  report. 

The  study  team  will  consist  of  the  following  individuals: 

Nancy  Cotner  -  Management  Analyst,  Headquarters  Office  O^uj) 
Mike  Hengel  -  Management  Analyst,  Headquarters  Office  CWO-840) 
Sheri Sell  -  Management  Analyst,  Denver  Service  Center  (D-540) 
Robin  Madden  -  Management  Analyst,  Oregon  State  Office 
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Mark  Lawrence  -  Area  Manager,  Ridgecrest  R.A.H. 
Dan  Rathbun  -  District  Manager,  Las  Cruces  D.O. 
Glen  Collins  -  Division  of  Technical  Services,  Arizona  S.O. 
Roland  Rush  -  Division  of  Management  Services,  California  S.O. 
Jim  Moorhouse  -  Division  of  Resources,  Utah  S.O. 

Bob  Metzger  -  Division  of  Planning  and  Environmental  Coordination, 
Oregon  S.O. 

In  addition  to  the  10  team  members,  we  are  designating  three  State 
Directors,  an  Associate  State  Director,  and  a  Headquarters  Office 
Assistant  Director  as  team  advisors  to  this  effort.   The  advisors  will 
review  study  plans,  issues  development,  team  findings  and  recommendations, 
and  the  draft  and  final  reports  and  will  provide  guidance  on  policy 
matters.   The  advisors  will  not  actually  take  part  in  the  data  and 
information  gathering  interviews  although  attendance  at  portions  of  the 
team  meetings  will  be  expected.   Travel  commitment  of  the  advisory  team 
is  expected  to  be  two  trips  of  one-half  week  each.  These  trips  are 
tentatively  expected  to  occur  in  the  third  week  of  April  and  the  third 
week  of  May. 

The  schedule  for  conducting  this  study  is  tentatively  set  as  follows: 

Team  Members  meeting  (all  members)         March  16-20  (tentatively 

in  Phoenix) 

Conduct  S.O.  and  D.O.  interviews  and       2nd  and  3rd  weeks  of  April 
team  writing  session  (all  members) 

Additional  data  gathering  and  W.O.         4th  and  5th  weeks  of  April 
interviews,  and  develop  draft  I 

Supplemental  interviews  and  data  2nd  and  3rd  weeks  of  May 

collection  in  D.O.,  S.O.  ,  DSC,  and 
USFS;  and  2nd  Team  Meeting  (all 
members) 

Develop  draft  II  in  W.O.  4th  week  of  May 

Individual  team  member  review  of  draft      1st  week  of  June 

Preparation  of  final  report  2nd,  3rd,  and  4th  weeks  of 

June 

All  travel  costs  associated  with  the  State  Office  study  effort  must  be 
borne  by  the  participant's  office. 
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With  the  official  announcement  of  this  study,  I  am  requesting  that  no 
further  State  Office  organizational  changes  be  submitted  to  Headquarters 
Office  (WO-840)  until  completion  of  the  report.  Those  State  Office 
organizational  changes  which  have  been  submitted  prior  to  the  date  of 
this  memorandum  will  be  acted  on. 

As  a  final  item,  we  are  recommending  that  the  PIPR's  of  the  study  team 
members  be  amended  to  reflect  this  significant  contribution  of  time  to 
the  study  effort.  Enclosed  is  our  recommendation  for  amendment  to  the 
PIPR's.   Questions  may  be  referred  to  Nancy  Cotner  or  Mike  Hengel  on 
343-6825. 


SJ 


i^J^ 


Acting 


1  Enclosure; 

Encl.  1  -  Sample  of  PIPR  Amendment 
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STUDY  TEAM 

Management  Analyst,  WO  Division  of  Management 
Research 

Management  Analyst,  WO  Division  of  Management 
Research 

Management  Analyst,  Oregon  State  Office 

Management  Analyst,  Denver  Service  Center 

Area  Manager,  Ridgecrest  Resource  Area, 
California  Desert  District 


District  Manager,  Las  Cruces,  New  Mexico 

Chief,  Divison  of  Technical  Services,  Arizona  SO 


-  Chief,  Division  of  Management  Services, 
California  SO 

-  Chief,  Division  of  Resources,  Utah  SO 


Chief,  Branch  of  Planning  Coordination,  Oregon 
State  Office 


ADVISORY  TEAM 

State  Director,  Idaho 

State  Director,  Montana 

State  Director,  Arizona 

Assoc.  State  Director,  Nevada 

Assistant  Director  for  Renewable  Resources 
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DETAILED  METHODOLOGY  AND  TIMING  OF  THE  STATE  OFFICE 
ORGANIZATION  STUDY  APPROACH 


A  team  of  ten  Bureau  employees  including  State  Office  Division  and 
Branch  Chiefs,  a  District  Manager,  an  Area  Manager  and  four  Management 
Analysts  conducted  this  study.   Three  State  Directors,  an  Associate 
State  Director  and  an  Assistant  Director  served  as  advisors  to  the  team. 
A  list  of  the  team  members  and  advisors  is  attached  as  Appendix  B. 

The  Acting  Director  announced  the  study  In  Information  Memorandum  No. 
81-102,  February  5,  1981  and  designated  ten  study  team  members.   (See 
Appendix  B.)   The  team  conducted  the  study  between  February  and  June  of 
1981  using  a  four  part  approach. 

In  early  February  the  two  Headquarters  team  members  worked  with  the 
Bureau's  Organization  Development  Specialist,  Larry  Hamilton,  to  develop 
a  method  for  conducting  this  study  which  would  enable  the  study  team 
members  to  work  with  State  Office  staffs  to  identify  and  resolve 
organizational  problems  in  a  group  situation.   The  Headquarters  team 
members  decided  to  consider  this  approach  because  group  sessions  can  be 
superior  to  individual  sessions  in  developing  issues  and  identifying 
problems.   Furthermore,  group  problem-solving  sessions  can  generally 
lead  to  more  effective  and  agreeable  solutions. 

The  team  used  a  four  part  approach  (described  below)  to  conducting  the 
study.   The  data  gathering  was  performed  in  two  phases,  refered  to  as 
Phase  I  and  Phase  II. 

PART  1 

Team  members  convened   in  Phoenix,    Arizona  March   16-20   to   decide  on   the 
approach   for   conducting   the   State   Office   Study.      The   study   team  chose   to 
use   the  nominal   group   technique  as   its    primary  approach   for 
data-gathering   in   State  and   District   Offices   rather   than  one-on-one 
interviews.      This   permitted  the   selected  working  groups   to   express  their 
views   as    to  what   should   be   the  major   State   Office   roles   and   functions 
for   the    1980's  and   identify  any  current   organization   problems   which 
prevent   or   restrict    the   effective   and   efficient    functioning   of   the   State 
Office.      Finally,   the  working   groups   were  requested   to   deal  with  these 
in   the   context   of   organizational   structure  design.      This   approach 
provided   more  valid   results   and   focused  on   the  more   positive  aspects   of 
gcoup   participation,   i.e.,   in   solving   problems   rather   than  just 
identifying   problems.      The   Team  developed  a   preliminary  list   of 
objectives,    contraints,    and    functions    for    the    State   Office    in   the   1980's 
for   use    in   these  meetings.      The   team   decided   that  at   least   two   group 


VI 1-5 


APPENDIX  C 
Page   2  of   4 


data  gathering   sessions   would    be   conducted    at   each   State   Office.      Group 
I  would   consist   of   the   State   Director  and   State  Management   Team  while 
Group   II  would   consist  of  Branch   Chiefs   and   Specialists   representing   a 
cross    section  of   the   State   Office  organization.      A  third   session  was   to 
be   conducted  with  the  Management   Team  at   selected   District   Offices   in 
each   state   visited   during  Phase   I  of   the   data  gathering.      Composition  of 
these   groups  was  designed   to   represent   a  variety  of   resource   programs 
and  functions.      The   first   test   of   the  method  was  on  March  19  with  both 
Groups   I  and   II  of   the  Arizona   State   Office   participating.    . 

There  were   three  steps   to   each   of   the   data  gathering   sessions.      Step   1 
of   the   process   was    to  review  the  role  and  functions   of  the   State   Office 
for   the   1980's  developed   by   the   team,   add  additional   statements,    then 
select  and   rank  the   top   five.      Step   2   was    to   list   the   problems  and 
issues    relating   to   the  current   organization  in   the   State  Office,   record 
each   person's  contribution,   then   select   and   rank  the    top   five   of  the 
issues    that  were  developed.      Step   3   required    the  groups   to   develop  one 
or    two  models   of  a   proposed   State  Office   organization  that  would 
incorporate   the   new  roles    for   the  80's   and   resolve    the   organizational 
problems   and   issues.      The  entire  three   step   session   took   from  four   to 
six  hours. 

PART   2 

Prior  to  beginning  the  Phase  I  data  gathering  sessions  two  team  members 
conducted  a  trial  group  data  gathering  session  with  State  Directors  and 
members  of  the  Directorate  during  the  March  Management  Meeting  and 
received  their  endorsement  of  the  method. 

PART  3 

Part   3  consisted   of   Phase    I  group  data   gathering   sessions   with  State  and 
District   Offices.      The   entire   team    reconvened    in   Salt   Lake   City,    Utah  on 
April   6  and   7  and  conducted   the   same   process   with  the  Utah  State   Office 
as  was   conducted   in  Arizona.      A  third   group  consisting   of  all  Branch 
Chiefs   also   participated   in  a   Phase   I  data  gathering   session  as  did 
staff  in  the   Salt  Lake  City  and  Moab  Districts.      Following   these 
sessions,   the   team  met    to  refine   the  method  and  then  divided   into   five 
groups  of   two   and   travelled   to   the   states   of  Colorado,    Idaho,   Montana, 
Nevada,   and   Oregon.      Each   two   person   team  conducted   sessions   with  State 
Office   Groups   I  and   II,   and   selected   Districts   (Canon  City,   Eugene, 
Miles   City,   and   Carson  City).      Some   teams   also  conducted   interviews   with 
representatives   of  other  Federal   and   State   agencies   plus   public   land 
user   and   Interest  groups.      Following  these   interviews   team  members 
convened   in  Phoenix  from  April    14-17   to    review  data  collected,   meet  with 
team  advisors    to   develop  preliminary   findings,   and   scope   out   the   Phase 
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IT  data  gathering  approach  for  the  remaining  states.   The  study  team 
determined  that  the  data  gathered  in  all  the  states  concerning  important 
roles,  problems  and  issues,  and  model  development  was  basically 
consistent.   As  a  result,  the  team  was  able  to  develop  a  draft  State 
Office  role  statement  and  group  the  problems  and  issues  identified  by 
the  State  staffs  into  either  an  organizational  or  managerial  category. 
Organizational  issues  are  defined  as  those  solvable  by  structural 
changes  and  managerial  issues  as  those  solving  through  managerial 
attention  and  direction.   Finally,  after  reviewing  the  53  models 
generated  by  State  Directors,  State  Offices  and  the  District  Offices  the 
study  team  determined  that  they  could  generally  be  represented  by  three 
basic  alternatives.  After  presenting  all  of  these  data  to  the  advisors 
and  receiving  their  input  the  study  team  decided  to  present  the  State 
Office  role  statement;  the  summary  of  the  problems  and  Issues 
identified;  and  the  three  models  to  the  remaining  states  and  allow  for 
additions,  clarifications,  and  modifications.   Additionally,  these 
groups  would  be  asked  to  develop  role  statements  for  the  Division  or 
Deputy  level,  organizational  structure  at  the  Branch  level,  and  discuss 
staffing  efficiencies  that  could  be  realized  under  each  alternative 
model.   New  models  could  also  be  suggested.   Team  members  also  conducted 
some  interviews  with  staff  in  the  Boise  Interagency  Fire  Center,  the 
Denver  Service  Center,  the  Headquarters  Office,  other  federal  agencies, 
state  governments,  and  the  public  during  both  Part  3  and  Part  4  of  the 
study. 

PART  4 

Part  4  consisted  of  Phase  II  group  data  gathering  sessions  with 
remaining  State  Offices.   Two  analysts  conducted  a  session  with  staff  r 
the  Eastern  States  Office.   Then,  four  teams  of  two  members  each 
travelled  to  Alaska,  California,  New  Mexico,  and  Wyoming  on  May  11  and 
12  and  interviewed  Groups  I  and  II  in  the  State  Offices.   The  teams  did 
not  conduct  sessions  in  Districts  but  the  State  Office  sessions  did 
contain  District  Managers  or  Assistant  District  Managers.   Both  Groups  I 
and  II  reviewed,  clarified,  or  added  to  the  role  statements,  problems, 
and  issues  previously  developed  from  the  Phase  I  sessions.   They  then! 
reviewed  and  discussed  the  three  preliminary  models,  developed  role 
statements  at  the  Division  or  Deputy  level,  and  developed  an  organiza- 
tion structure  for  the  Branch  level.   In  addition  team  members  conducted 
a  modified  session  with  staff  in  the  Denver  Service  Center  as  well  as 
some  individual  interviews.   One  team  member  traveled  to  Idaho  where  he 
conducted  an  impact  analysis  session  with  management  Chiefs  in  the 
Idaho  State  Office  to  identify  pros  and  cons  for  each  of  the  three  model 
alternatives.   The  Arizona  State  Office  also  completed  a  similar  impact 
analysis  on  the  three  alternatives  as  did  the  Wyoming  State  Office. 
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The  team  then  reconvened  with  their  advisors  to  review  and  analyze  the 
data  collected.   The  team  further  refined  the  issues  and  problems 
identified  by  State  Office  staffs  into  "Findings  and  Recommendations". 
Finally,  after  rigorous  analysis  of  these  findings  and  the  alternative 
model  structures  the  team  was  able  to  Identify  the  best  organization 
model  and  prepare  a  first  draft  of  the  study  report. 
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APPLICATION  OF  GROUP  TECHNIQUES  TO  STUDY  EFFORTS 

Study  efforts,  whether  they  be  evaluations,  organizational  studies,  or 
special  program  studies,  have  traditionally  employed  one-on-one 
interviews  as  the  primary  method  for  acquiring  input  from  information 
sources.   Individual  interviewing  can  suffer  from  a  number  of  drawbacks, 
however.   First  of  all,  the  course  of  the  interview  can  be  directed  by 
the  interviewer  particularly  where  that  individual  is  more  dominant  than 
the  person  being  interviewed.   Second,  the  interview  process  can  be  used 
by  the  interviewer  to  confirm  previously  held  beliefs  or  impressions  and 
ignore  contradictory  opinion.   This  is  possible  because  there  is  no  open 
recording  of  what  was  being  said  in  the  interview.   Third,  the 
information  acquired  during  individual  interviews  is  difficult  to 
validate  or  corroborate  without  conducting  additional  interviews  to 
specifically  test  the  information.   This  may  mean  reinterviewing 
individuals  in  a  seemingly  endless  series  of  corroborative  interviews. 
This  is  not  intended  to  thoroughly  discredit  individual  interview  methods 
as  a  valid  information  data  gathering  tool  since  it  has  its  place  in 
study  efforts,  but  it  is  also  possible  to  employ  some  newer  techniques  to 
increase  input  and  participation  and  simultaneously  draw  on  multiple 
sources  of  expertise  in  these  efforts. 

What  follows  are  some  observations  from  using  two  group  techniques  in  the 
State  Office  Study.   Much  of  this  discussion  draws  heavily  from  Group 
Techniques  for  Program  Planning:   A  Guide  to  Nominal  Group  and  Delphi 
Processes;  Andre  L.  Delbecq,  Andrew  H.  Van  de  Ven,  and  David  H. 
Gustafson;  Scott,  Foresman  and  Company;  1975.   This  book  explains  and 
discusses  how  group  processes  can  be  conducted. 

Nominal  Group  Technique  (NGT)  is  a  structured  group  meeting.   The  format 
discourages  cross  communication  from  group  members  as  might  occur  in  an 
interacting  group  session.   The  process  of  information  gathering  in  NGT 
Is  as  follows: 

1)  Silent  generation  of  ideas  in  writing. 

2)  Round-robin  feedback  from  group  members  to  record  each  Idea  in  a 
terse  phrase  on  a  flip  chart. 

3)  Discussion  of  each  idea  for  clarification  and  evaluation. 

4)  Individual  voting  on  priority  ideas  with  rank-ordering. 
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Delbecq   suggests    that  an  advantage   of   NGT   is   the   increased   attention  to 
each   idea  and   increased   opportunity   for   each   individual   to   assure   that 
his   or  her   ideas   are   part   of   the   group's    frame  of   reference.      The   silent 
generation  of    ideas,   the   round-robin  listing  and   discussion,   and   the 
independent  voting  all   increase   individual   participation.      By  contrast, 
the  conventional   interacting  group  discussion  generally  succumbs    to   the 
influence  of   a   few  individuals   due   to   status,    personality,   and  other 
forces.     The  recording  of   ideas  and  the  voting  and  ranking  serve   to 
accurately  portray  ideas,   map  the  group's   thinking,   and  reduce  errors   in 
aggregating   individual    judgements   into  group  discussions. 

The   emphasis   of   this   process   is    idea  generation  through   synergistic  group 
involvement.      Groups  will  generate  more   Ideas   than  an  equal   number  of 
individuals  brainstorming   independently.      Delbecq  notes   that    for   this 
purpose   the   round-robin   technique   facilitates   the   self-disclosure  of 
ideas   even   by  less   secure  members   who  may  hesitate    to  bring   some   problem 
before   the   group  in   the   conventional   interacting   situation.      The 
round-robin   procedure   of   writing   problems   and   issues  on  a   flip  chart 
reduces   arguments   over   semantics,    increases   retention  of   ideas   presented, 
and   decreases  redundancy  of  discussions.      The   State   Office   Study  effort 
has   found   all   these   to   be   true. 

The  Delphi  Technique   is   another   process   available   to   enhance  group 
decisionmaking.      The   Delphi   Technique  does  not   require   that    participants 
meet    face    to   face.      It   is   a  method   for   solicitation  and  assembly  of 
judgements  on  a   particular    topic   through   sequential  questionnaires 
interspersed  with  summarized    information  and   feedback  of   opinions   derived 
from  earlier  responses.      During  the   State   Office   Study  a  modified  Delphi 
and   interacting   group   process  was   employed   at  meetings   of   team  members 
and   advisors.      This    process   was   employed    to   deal  with  the  broad   range  of 
topics  generated   through  the   study  effort.      The  expertise  of   the  various 
team  and   advisory  members  was  made  available   in  interacting  group 
sessions   to  develop  solutions   to  problems  of  a  varied  nature.     Viable 
solutions  to  diverse   problems  require  the  Involvement  of  resource  experts 
from  heterogeneous  disciplines  or  functions   (Delbecq). 

The   Delphi  Technique,   whether   performed   through   questionnaires   or 
face-to-face ,   is   used   to   perform  a  number   of  objectives   (Delbecq)    which 
were   suitable   for   State  Office   team  meeting   sessions: 

1)  To   determine  or  develop   a  range   of    possible   program  alternatives 

2)  To   explore  or   expose   underlying   assumptions   or   information 
leading   to   different   judgments. 
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3)  To  seek  out  information  which  may  generate  a  consensus  on  the 
part  of  the  group. 

4)  To  correlate  informed  judgments  on  a  topic  spanning  a  wide  range 
of  disciplines. 

5)  To  educate  the  group  as  to  the  diverse  and  interrelated  aspects 
of  the  topic. 

Delbecq  points  out  that  like  other  group  techniques  (e.g.  force-field 
analysis  and  parliamentary  procedure),  NGT  and  the  Delphi  Technique  are 
not  a  panacea  for  all  group  meetings.  They  are  special  purpose 
techniques  useful  for  situations  where  individual  judgements  must  be 
tapped  and  combined  to  arrive  at  decisions  which  cannot  be  calculated  by 
one  person.   They  are  problem  solving  or  idea  generating  strategies,  not 
techniques  for  routine  meetings,  coordination,  bargaining,  or 
negotiations . 

Similarly,  application  of  NGT  to  study  or  evaluation  efforts  must  be 
judiciously  applied.   NGT  must  be  judged  in  terms  of  Its  ability  to 
provide  information  in  a  fashion  that  will  be  useable  by  the  team  members 
in  developing  the  product  of  the  study.   NGT,  for  the  State  Office  study, 
was  a  good  issues  generating  device  that  evolved  into  problem  solving 
sessions  by  the  same  groups.   It,  however,  demanded  a  substantial  time 
commitment  from  the  participants.   Four  to  eight  hours  of  time  was 
required  from  each  of  the  group  participants  to  complete  the  full  process 
of  issue  generation  through  problem  solving.   This,  was  most  helpful  to 
the  study  team  in  developing  the  study  product,  but  it  is  not  always 
going  to  be  practical  to  capture  the  necessary  individuals  for  this 
duration  of  time.   Although  virtually  every  participant  spoke  highly  of 
this  participatory  process,  it  clearly  cut  heavily  Into  their  work 
schedules.   Thus,  only  selective  application  of  group  processes  as  part 
of  study  efforts  should  be  made  where  the  same  individuals  are  likely  to 
repeatedly  be  the  participants. 
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OFFICIALS  INTERVIEWED 

BUREAU  HEADQUARTERS 

Richard  Redmond,  Chief,  Office  of  EEO 

Daniel  Alfieri,  Chief,  Office  of  Public  Affairs 

David  Williams,  Chief,  Office  of  Special  Projects 

Robert  Jones,  Chief,  Office  of  Planning,  Inventory,  and  Environmental 
Coordination 

Gordon  Knight,  Chief,  Branch  of  Planning  Coordination 

Bruce  Bandurski ,  Chief,  Branch  of  Environmental  Coordination 

Robert  Rivers,  Inventory  Coordination,  Office  of  Planning,  Inventory  and 
Environmental  Coordination 

Dean  Bibles,  Assistant  Director  for  Lands  and  Rights-of-Way 

Rolla  Chandler,  Chief,  Division  of  Land  Resources  and  Realty 

Keith  Corrigal,  Chief,  Branch  of  Land  Resources 

Louis  Bellesi,  Chief,  Branch  of  Realty 

John  Hafterson,  Chief,  Division  of  Rights-of-Way  and  Project  Review 

James  Monroe,  Assistant  Director  for  Recreation  and  Environmental  Areas 

Jack  White,  Assistant  Director  for  Energy  and  Mineral  Resources 

Vincent  Hecker,  Chief,  Division  of  Mineral  Resources 

Dale  Zimmerman,  Chief,  Division  of  Onshore  Energy  Resources 

John  Rumps,  Staff  Assistant  to  Deputy  Director  for  Policy,  Programs  and 
Budget 

William  Pulford,  Chief,  Division  of  Program  Evaluation 
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Michael  Dole,  Assistant  Chief,  Division  of  Program  Evaluation 

James  Pederson,  Chief,  Division  of  Budget 

Tony  Staed,  Public  Participation  Coordinator,  Office  of  Cooperative 
Relatives 

Michael  McNeil,  Chief,  Office  of  Information  Systems 

Roman  Koenings,  Assistant  Director  for  Technical  Services 

Claude  Searcy,  Program  Analyst  to  Assistant  Director  for  Technical 
Services 

George  Belofsky,  Criminal  Inventigator,  Resource  Protection  Staff 

David  Meier,  Cartographer,  Division  of  Cadastral  Survey 

Oni  Houston,  Engineer,  Division  of  Engineering 

John  Birch,  Chief,  Division  of  Fire  and  Aviation  Management 

Andrew  Ondrof,  Assistant  Director  for  Administration 

Jay  Carpenter,  Chief,  Safety  Staff 

Richard  Harrison,  Chief,  Division  of  Personnel  and  Training 

Frank  Napoli,  Chief,  Division  of  Administrative  Services 

Victor  Trilling,  Printing  Specialist,  Branch  of  Office  Services 

DENVER  SERVICE  CENTER 

Bob  Browne,  Chief,  Office  of  Data  Systems 

Cary  George,  Chief,  Branch  of  Property  Management 

Dolan  Hyde,  Acting  Director 

Doug  Murphy,  Acting  Chief,  Office  of  Administrative  Operations 

Gene  Russell,  Chief,  Division  of  Data  Base  Administration 
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Dick  Enger,  Chief,  Division  of  Engineering 

Bill  Griffith,  Chief,  Branch  of  Classification  and  Pay 

Mako  Hideshima,  Chief,  Division  of  Records  Systems 

Marty  Larapman,  Natural  Resource  Specialist,  Branch  of  User  Design 

Karl  Esplin,  Chief,  Division  of  Appraisal 

Dennis  Sykes,  Chief,  Branch  of  Accounting  and  Disbursements 

Marlon  Oshorne,  Chief,  Division  of  Administrative  Services 

Ed  Fritchie,  Chief,  Branch  of  Procurement 

John  Baker,  Chief,  Division  of  Resource  Inventory  Systems 

BOISE  INTERAGENCY  FIRE  CENTER 

Jack  Wilson,  Director 

Dick  LeDosquet,  Associate  Director 

Steve  Smith,  Division  of  Aviation  Management 

OTHER  FEDERAL  AGENCIES 

Craig  Rupp,  USFS,  Region  2,  Regional  Forester 

Jim  Torrence,  USFS,  Region  6,  Deputy  Regional  Forester 

Jim  Butler,  USFS,  Regional  Office,  Ogden,  Utah 

Jack  Lavin,  USFS,  Boise  National  Forest,  Supervisor 

Chuck  Teague,  USFS,  Headquarters,  Director,  Administrative  Management 
Staff 

Howard  Beaver,  USFS,  Headquarters,  Chief,  Organization  Section 

Larry  Soul,  USF&WS,  Alaska,  Deputy  Regional  Director 

Arch  Mehtrhoff  -  USF&WS,  Boise,  Idaho 
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STATE  GOVERNMENT 

Bill  Huey,  New  Mexico  Department  of  Natural  Resources 

Jim  Wicks,  Alaska  Department  of  Natural  Resources 

Ted  Smith,  Alaska  Department  of  Natural  Resources 

Norm  Young,  Idaho  Department  of  Water  Resources 

Lloyd  Oldenburg,  Idaho  Department  of  Fish  and  Game 

Paul  Cunningham,  Idaho  Governor's  Office 

Dewitt  John,  Colorado  Department  of  Natural  Resources 


PUBLIC  AND  PRIVATE  ASSOCIATIONS 

Dan  Alex,  Alaska  Federation  of  Natives 

Logan  Lanham,    Idaho    Power   Co. 

Mike  Mogensen,    Idaho   Cattlemen's   Assoc. 

Pat    Ford,    Idaho   Conservation   League 

Ken   Robison,    Idaho   Citizens 

Kess   Cannon,    Assoc,    of   Oregon   Counties 

Delores   Yates,    Land   Leasing    Information    Services 
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CURRENT  ORGANIZATIONAL  ROLES  AND  FUNCTIONS 


The  current  organization  in  most  State  Offices  consists  of  two  staffs 
(EEO  and  Public  Affairs),  four  Divisions  (Planning  and  Environmental 
Coordination,  Resources,  Technical  Services  and  Management  Services) 
reporting  to  the  State  Director/ Associate  State  Director.   Following 'are 
the  roles  and  functions  of  these  Staffs  and  Divisions  as  they  occur  in 
most  State  Offices.   (There  is  variance  among  some  of  the  listed 
functions  from  State  to  State.) 

OFFICE  OF  EQUAL  EMPLOYMENT  OPPORTUNITY  ROLE  AND  FUNCTIONS 

The  EEO  staff  serves  as  principal  staff  to  the  the  State  Director  for 
providing  leadership  in  the  statewide  Equal  Employment  Opportunity 
Program  to  ensure  equality  of  opportunity  for  all  employees  in 
recruitment,  selection,  career  development,  promotion,  counseling, 
participation  in  training  programs,  and  membership  on  committees.'  The 
EEO  staff  is  responsible  for  Statewide  program  planning,  reporting, 
execution,  and  evaluation.   The  major  functions  of  the  EEO  staff  are: 

o  Provide  positive  and  continuing  leadership  for  equal  employment 
opportunity  at  all  levels  of  management. 

o  Assist  managers  and  supervisors  in  ensuring  that  each  individual's 
opportunity  for  BLM  employment  and  career  development  is  based  solely 
on  merit  and  suitability  regardless  of  race,  color,  religion, 
sex,  national  origin,  age,  marital  status,  or  physical  handicap. 

o  Develop  affirmative  action  plans  designed  to  meet  local  problems  and 
needs  to  overcome  any  obstacles  that  impede  equality  of  opportunity  foi 
everyone. 


o  Provide  for  resolution  of  complaints  of  discrimination  in  an 

efficient  and  equitable  manner,  using  informal  procedures  whenever 
possible. 


o  Train  and  assist  special  emphasis  program  coordinators  for  the  Federal 
Women's  Program,  the  Hispanic  Employment  Program,  and  others  such  as 
the  American  Indian  Program,  when  established. 

o  Assist  the  Branch  of  Personnel  in  achieving  recruitment  goals  set  by 
the  Federal  Equal  Opportunity  Recruitment  Program  (FEORP),  through 
community  outreach,  and  other  means. 
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PUBLIC  AFFAIRS  STAFF  ROLE  AND  FUNCTIONS 


The  Public  Affairs  Staff  serves  as  principal  staff  to  the  State  Director 
for  managing  public  information,  public  involvement  and  cooperative 
relations  programs.   The  major  functions  of  the  Public  Affairs  Staff  are: 

o  Disseminate  public  information  via  press  releases,  brochures  and  maps, 
and  prepare  speeches  or  make  public  appearances  for  the  State  Director 
or  his  principal  staff. 

o  Provide  internal  communications  through  publication  and  distribution  of 
news  letters  and  periodic  program  highlight  reports. 

o  Maintain  working  contacts  to  facilitate  two-way  communication  with 

State  and  local  governments,  congressional  delegations,  user  groups  and 
news  media. 

o  Coordinate  cooperative  relations  efforts  between  Bureau  representatives 
from  various  program  areas  and  other  Federal  agencies,  and  State  and 
local  governments. 

o  Provide  management  assistance  for  the  establishment  of  various  advisory 
committees  to  the  Bureau,  scheduling  of  meetings  and  providing 
logistical  support  to  such  groups. 

o  Provide  guidance  and  assistance  to  other  State  Office  Divisions  and  to 
the  Districts  on  strategies  and  techniques  to  obtain  adequate  public 
involvement  in  planning,  environmental  analysis  and  program 
decisionmaking.   May  actually  conduct  general  public  meetings  covering 
regulatory,  legislative  or  Statewide  issues. 


o  Prepare  or  review  responses  to  members  of  Congress  and  State  Governors 
in  cases  involving  inquiries  of  a  sensitive  nature. 

o  Monitor  the  quality  and  acceptability  of  public  Information  services 
and  public  contact  performance  provided  by  the  Bureau  in  all  parts  of 
the  organization  (State  and  District  Offices). 

o   Provide  the  lead  in  the  development  of  environmental  education  programs 
or  other  special  services  to  the  public. 

o  Manage  Freedom  of  Information  Act  requests  to  ensure  compliance  with 
legal  requirements,  advising  Districts  and  other  State  Office  Staffs  as 
to  the  requirements  that  must  be  met. 
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DIVISION  OF  PLANNING  AND  ENVIRONMENTAL  COORDINATION  ROLE  AND  FUNCTIONS 

The  Planning  and  Environmental  Coordination  Division  serves  as  principal 
staff  to  the  State  Director  for  coordinating  the  development  and  funding 
of  long-range  comprehensive  land  use  plans  for  public  lands  and  resources 
and  is  the  principal  focus  for  guidance  of  environmental  assessment  and 
protection.  The  major  functions  of  the  Division  of  Planning  and 
Environmental  Coordination  are: 

o  Manage  and  guide  operation  of  the  Bureau  Planning  System,  tracking 
District  Office  progress  in  meeting  planning  schedules. 

o  Ensure  quality  control  of  District  Office  prepared  planning  documents 
by  coordinating  detailed  State  Office  reviews  (primarily  in  Division  of 
Resources)  of  each  sequential  component,  providing  direct  assistance 
during  preparation,  as  needed,  and  conducting  functional  evaluations. 

o  Provide  guidance  in  all  planning  system  and  environmental  procedures, 
including  interpretation  and  expansion  of  Washington  Office  Directives 
and  issuance  of  supplemental  State  Office  guidance  to  District  Offices 
as  necessary. 

o  Provide  guidance  and  assistance  to  District  Offices,  as  necessary,  in 
developing  public  participation  approaches  for  input  in  planning  and 
environmental  analysis  efforts. 


Iu 


o   Prepare  planning  and  environmental  components  involving  scarce  sk 
areas  such  as  economics  and  social  values. 

0   Ensure  overview  consideration  of  environmental  protection  and 
enhancement  consistent  with  NEPA  and  CEQ  requirements  in  all 
activities. 

o  Coordinate  preparation  and  review  of  environmental  impact  statements 
(EIS's)  and  environmental  analyses.   In  the  case  of  District  Office 
prepared  EIS  documents,  coordinate  detailed  State  Office  reviews  at 
draft  and  final  preparation  stages,  working  principally  through  the 
Division  of  Resources. 

o  Coordinate  the  prepartion  of  long-term  multiyear  program  development 
documents  (program  packages  and  Four-Year  Authorization).   Provide 
procedural  advice  to  other  State  Office  Divisions  and  District  Offices 
in  preparing  these  products. 

o  Take  the  lead  in  preparing  and  monitoring  planning  and  environmental 
components  of  the  Annual  Work  Plan. 
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o  Take  the  lead  in  developing  long-term  State  Director  policy  guidance 
and  program  priority  documents  in  consultation  with  other  divisions. 

o  Coordinate  with  and  provide  liaison  with  other  Federal  and  State 

agencies  on  planning  and  environmental  matters.   Such  functions  include 
State  Clearing  House  A-95  system  management  communications  with  State 
and  regional  intergovernmental  groups. 

o  Coordinate  review  of  State  and  local  plans  to  facilitate  consistency  of 
Bureau  plans  and  programs  with  such  State  and  local  plans  under  the 
terms  of  the  Federal  Land  Policy  and  Management  Act. 

DIVISION  OF  RESOURCES  ROLE  AND  FUNCTIONS 

The  Division  of  Resources  serves  as  principal  staff  to  the  State  Director 
for  program  leadership  in  the  resource  management  program  areas  - 
specifically,  energy  minerals  (coal,  oil  and  gas,  geothermal  steam,  oil 
shale,  tar  sands,  uranium),  nonenergy  minerals,  lands  and  realty, 
forestry,  range  management,  wild  horses  and  burros,  cultural  resources, 
wilderness,  off-road  vehicles,  national  rivers  and  trails,  visual 
resources,  general  and  extensive  recreation,  soils,  air,  water,  and 
wildlife  habitat.   Within  these  program  areas  the  major  functions  of  the 
Division  of  Resources  are: 

o  Recommend  and  develop  program  policy  in  the  absence  of  Headquarters 
guidance. 

o  Interpret  Headquarters  policy  for  local  application. 
o  Establish  long-range  program  direction. 

o  Recommend  program  priorities  both  within  and  among  individual  resource 
programs . 

o  Provide  technical  and  procedural  program  guidance. 

o  Ensure  program  quality  through  review  and  evaluation  of  other  office 
decisions  and  products. 

o  Provide  training  in  resource  program  areas. 

o  Develop  annual  work  plans  and  long-range  program  proposal  directives 
and  recommend  funding  levels  and  personnel  allocations. 

o  Analyze  and  consolidate  District  Office  and  other  office  budget 
proposals. 
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o  Review  and  assist  in  the  preparation  of  land  use  plans  and 
environmental  analyses. 

o  Serve  as  liaison  with  other  agency  resource  management  efforts,  and 
with  resource-oriented  user  groups. 

o  Provide  Statewide  resource  program  coordination  and  oversight. 

DIVISION  OF  TECHNICAL  SERVICES  ROLE  AND  FUNCTIONS 


The  Division  of  Technical  Services  serves  as  principal  staff  to  the  State 
Director  for  technical  support  activities  in  the  State  Office.   These 
include  operational  activities  as  well  as  technical  advisory  activities. 
The  major  technical  service  functions  provided  by  the  Division  of 
Technical  Services  are: 

o  Adjudicate  lands  and  minerals  applications.   Based  on  advice  from  Field 
Offices  and  other  Fedral  agencies,  Issue  permits,  leases,  patents,  and 
other  title  documents  conveying  lands  and  mineral  resources;  process 
withdrawal  and  revocation  actions. 

o  Perform  cadastral  surveys  of  public  land  as  requested  by  Field  Offices 
and  other  Federal  agencies.   Assist  other  Federal  agencies  in  conduct 
of  their  own  cadastral  survey  programs  through  preparation  of  survey 
instructions  and  plat  review. 

o  Provide  construction  and  maintenance  program  assistance  to  Field 

Offices  through  survey  and  design  of  facilities,  review  of  Field  Office 
engineering  work,  technical  guidance  to  Field  Offices,  and  construction 
and  maintenance  program  leadership. 

o  Maintain  program  leadership  in  fire  management  and  coordination  of  fire 
suppression  activities  of  Field  Offices.  Provide  protection  services 
to  Field  Offices  in  law  enforcement  investigations,  trespass, 
compliance,  and  search  and  rescue  programs. 

o  Provide  program  leadership  in  aviation  management. 

o  Provide  lands  and  minerals  appraisal  service  to  Field  Offices. 

o  Provide  program  leadership  and  technical  guidance  in  the  access  and 
transportation  rights-of-way  program. 

o  Provide  cartographic  services  to  State  and  Field  Offices. 

o  Maintain  Automatic  Data  Processing,  telecommunications  and  electronic 
systems  services  for  the  State  and  District  Offices. 

o  Provide  law  enforcement  services. 
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DIVISION  OF  MANAGEMENT  SERVICES  ROLE  AND  FUNCTIONS 

The  Division  of  Management  Services  serves  as  principal  staff  to  the 
State  Director  for  all  administrative  support  services  throughout  the 
State  Office.   The  Division  provides  guidance  and  direction  in 
adrainistdrative  matters  to  Field  Offices.   The  major  functions  of  the 
Division  of  Management  Services  are: 

o   Provide  personnel  management  services,  including  employee  development, 
Incentive  Awards,  Privacy  Act  matters,  labor-management  relations  and 

FEORP. 

o  Manage  fiscal  operations  of  payroll  and  accounts,  receipts  and 
disbursements. 

o  Coordinate  and  monitor  operating  budget  activities. 

o   Provide  procurement,  contracting,  property  and  vehicle  management 
services . 

o  Provide  organization  planning,  control  and  records,  and  management 
analysis  support  services. 

o  Maintain  public  land  and  survey  records,  central  records  and  directives 
management . 

o  Coordinate  the  evaluations  system. 

o  Manage  the  Statewide  Safety  Program. 

o  Coordinate  youth  program  services. 

o  Maintain  services  of  the  public  room.  . 

o  Provide  mining  claim  recordation  services. 


• 
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ALTERNATIVE  MODEL  ROLE  AND  FUNCTION  DESCRIPTIONS 

MODEL  A  ROLE  AND  FUNCTIONS 

Office  of  Equal  Employment  Opportunity  (EEO) 

The  EEO  staff  serves  as  principal  staff  to  the  the  State  Director  for 
providing  leadership  in  the  statewide  Equal  Employment  Opportunity 
Program  to  ensure  equality  of  opportunity  for  all  employees  in 
recruitment,  selection,  career  development,  promotion,  counseling, 
participation  in  training  programs,  and  membership  on  committees.   The 
EEO  staff  is  responsible  for  Statewide  program  planning,  reporting, 
execution,  and  evaluation.  The  major  functions  of  the  EEO  staff  are: 

o  Provide  positive  and  continuing  leadership  for  equal  employment 
opportunity  at  all  levels  of  management. 


o 


Assist  managers  and  supervisors   in  ensuring  that  each  individual's 
opportunity   for  BLM  employment  and   career  development   is  based   solely 
on  merit  and  suitability  regardless   of   race,   color,   religion, 
sex,   national   origin,   age,   marital   status,   or  physical   handicap. 

o      Develop   affirmative   action  plans   designed    to  meet   local   problems   and 
needs    to   overcome  any  obstacles   that    impede   equality  of   opportunity   for 
everyone. 

o      Provide   for   resolution  of   complaints   of  discrimination  in  an 

efficient  and   equitable  manner,   using   informal   procedures   whenever 
possible . 

o     Train  and   assist   special   emphasis   program  managers   for   the  Federal 
Women's   Program,   the   Hispanic  Employment   Program,   and   others   such  as 
the   American   Indian  Program,   when  established. 


o 


Assist  the  Branch  of  Personnel  in  achieving  recruitment  goals  set  by 
the  Federal  Equal  Opportunity  Recruitment  Program  (FEORP) ,  through 
community  outreach,  and  other  means. 

Public  Affairs  Staff 

The  Public  Affairs  Staff  serves  as  principal  staff  respasible  to  the 
State  Director  for  guiding  the  overall  public  information  and  involvement 
programs.   The  major  functions  of  the  Public  Affairs  Staff  are  as 
follows. 
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o  Maintain  working  contacts  to  facilitate  two-way  communication  with 
Ttltl   and  Local  governments,  congressional  delegations,  user  groups 
and  news  media. 

o  Provide  management  assistance  for  facilitating  the  work  o'j«£«» 
advisory  committees  to  the  Bureau  including  scheduling  of  meetings, 
agenda  development  and  logistical  support  to  such  groups. 

o  Provide  guidance  and  assistance  to  °ther  State  Of f ice  Divisions  and 
to  the  Districts  on  strategies  and  techniques  to  obtain  adequate,  ana 
effective  public  involvement  in  planning,  environmental  analysis  and 
critical  issue  decisionmaking.   Included  are  such  aspects  "design 
of  input  methods,  computer  analysis  of  large  volume  responses  and 
comment  analysis  methodology. 

Assist  Districts  and  Divisions  in  identifying  the  need  for 
aDDlying  conflict  management  techniques  at  meetings  on 
controversial  issues.  Work  in  conjunction  wi th  organizational 
development  specialist  in  Division  of  Administration. 

Prenare  or  review  responses  to  members  of  Congress  and  State 
gove'rnors  in  cases  involving  inquiries  of  a  sensitive  nature. 

Monitor  the  quality  and  acceptability  of  public  i^^htedi0n«ed^Cieg^1 
for  readability;  understanding;  and  reaction  to  published,  audiovisual 
and  direct  personal  presentations. 

Disseminate  information  through  news  media  releases,  brochures  and 
mips  and  schedule  appearances  by  the  State  Director  or  designated 
representatives. 

Maintain  mailing  lists  for  user  and  interest  groups  outreach 

program. 

Provide  internal  communications  through  publication  and  distribution 

of  news  letters  and  other  materials   within  the  organization. 

Monitor  State  legislative  developments  and  report  on  items  of  Bureau 
concern  to   involved  parts  of  the  Bureau  organization. 

Provide  the  lead  in  the  development  of  M*""™** JfSJSn 
programs  or  other  special  services  to  the  public.  Both  written 
publication  and   audio-visual  preparation  may  be   involved. 

Manage  Freedom  of   Information  Act   responses   for  l«ga \J^^ 

providing   advice  as  necessary   to  District  and  State  Office  staffs 

involved. 

VI 1-2 3 


APPENDIX  G 
Page  3  of  14 


o  Take  lead  in  drafting  speeches  for  State  Director  and  Associate 
State  Director. 

o  Serve  to  assist  managers  on  crisis  management  to  design  strategies 
and  actions  to  defuse  crisis  situations. 

o   Prepare  statewide  public  affairs  plan. 

Division  of  Resources 

The  Division  of   Resources   serves   as   principal   staff   to   the   State  Director 
with   primary  responsibility  for  those   program  areas  historically  included 
in   the  current  Divisions  of  Resources  and  P&EC.      Specifically  energy 
minerals   (oil  and  gas,  coal,   geothermal  steam,   oil  shale,  tar  sands, 
uranium),   nonenergy  minerals,    lands   and   realty,    forestry,   range 
management,   wild  horses  and   burros,    cultural  resources,   wilderness, 
off-road   vehicles,   national   rivers   and   trails,   visual   resources,   general 
and   extensive  recreation,    soils,    water,  air,  and     wildlife  habitat 
programs.   It   also   has   responsibility   for   land  use   planning   and 
environmental   assessment   programs.      It   additionally  has  responsibility 
for   fire   ecology  matters. 

Through   the  Planning   and  Environmental   Coordination  Staff  the   Chief, 
Division  of  Resources   will   be    provided  with  multiresource   program 
coordination  and   analysis   to   ensure   that   the   individual   program  or 
functional   objectives   are  mutually  directed   toward   achieving  the  Bureau  s 
mission  goals,   and   that  all   the  necessary   program  components  are 
considered   and   accounted   for   in  major   project   undertakings.      This 
includes   primary  responsibility  for   inventory  coordination. 


The  major   functions   of   this   Division  within   the   above   program  areas 

o     Recommend   and   develop   program  policy   in   the   absence  of  Washington 
Headquarters  guidance- 

o  Interpret   Headquarters   Office   policy   for   Statewide   application 

o  Establish  long-range    program  direction. 

o  Recommend   program  priorities  within  and  among  programs. 

o  Provide   technical   and   procedural   program  guidance. 

o     Evaluate   program  effectiveness  through   periodic  analysis  of  other 
office   decisions   and   products. 
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o   Provide  training. 

o     Develop  annual  work   plan  and   long-range   program  proposal   directives, 
and   allocate   funds   and   recommend   personnel   allocations. 

o     Analyze  and   consolidate  resource   program  budget   submissions. 

o      Serve  as   liaison  with  other   agencies   involved   in  resource  management 
and  with  resource-oriented  user  groups. 

o      Provide   oversight   in   the   implementation  and  management   of   land  use 
planning  and  environmental  assessment   processes,  and  ensure   program 
quality   through   periodic   evaluation. 

o      Provide   Statewide   resource   program   coordination  and   oversight. 

o      Provide   lead   responsibility   for  developing,   coordinating,   and 
maintaining   long-term  State   Director   policy  guidance   and   program 
priority  documents  necessary   for  preparing   program  package   and  4-year 
authorization   proposals   in  consultation  with  other   offices. 

Division  of  Operations 

The  Division  of  Operations  serves  as  principal  staff  to  the  State 
Director  to  provide  operational  support  to  the  organization,  and  to 
provide  policy  and  technical  program  guidance  to  field  offices  on 
operations  functions-   The  major  operations  services  and  functions  of  the 
Division  of  Operations  are: 


o 


o 


o 


Provide  the  public  with  information  from  the  public  land  and  survey 
records,  maps  and  brochures,  and  general  information  about  Bureau 
programs.   Manage  the  land  and  survey  records  and  mining  claim 
recordation  systems. 

Receive  applications  for  lease  and  disposal  of  Federally-owned  land 
and  mineral  resources.   Based  on  decisions  or  advice  from  field 
offices  and  other  Federal  agencies,  issue  leases,  patents  and  other 
title  documents  and  process  withdrawal  and  revocation  actions. 

Conduct  cadastral  surveys  of  public  land  as  requested  by  field 
offices  and  other  Federal  agencies.   Assist  other  Federal  agencies 
in  conduct  of  their  own  cadastral  survey  programs  through  preparation 
of  survey  instructions  and  plat  review. 
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o   Provide  construction  and  maintenance  program  assistance  to  field 
offices  through  survey  and  design  of  facilities,  review  of  field 
office  engineering  work,  technical  guidance  to  field  offices,  and 
construction  and  maintenance  program  leadership. 

o  Provide  assistance  to  field  offices  in  law  enforcement 

investigations,  coordination  of  fire  suppression,  trespass, 
compliance,  and  search  and  rescue  programs. 

o  Provide  lands  and  minerals  appraisal  service  to  field  offices. 


o 


Provide  program  leadership  and  technical  guidance  In  the  access  and 
transportation  right-of-way  program. 


o   Provide  cartographic  and  mapping  services  to  State  and  field  offices. 

Division  of  Administration 

The  Division  of  Administration  serves  as  principal  staff  to  the  State 
Director  for  all  administrative  support  services  throughout  the  State 
Office,  and  provides  general  guidance  and  direction  in  administrative 
matters  to  all  field  offices.   The  major  services  and  functions  that  are 
the  responsibility  of  the  Division  of  Admnistration  are: 

o   Provide  personnel  management  support  to  the  State  Office  and  guidance 
and  assistance  to  field  offices  in  staffing,  position  classification, 
employee  development  and  training,  organizational  development,  and 
labor-management  relations. 

o  Manage  various  administrative  services,  including  procurement, 
contracting,  property  management,  aviation  and  transportation 
management,  space,  fiscal  management,  and  office  services  (mail, 
reproduction,  forms  control,  paperwork  management,  directives, 
imprest,  central  files  and  library). 

o  Provide  information  services  of  data  management  (ADP) ,  remote 
sensing,  telecommunications  (both  wire  and  radio),  and  technical 
guidance  pertaining  to  automaion  of  manual  systems. 

o  Provide  budgeting  functions  of  coordinating  program  packages,  4-year 
authorization  and  AWP  preparation  and  monitoring. 

o  Manage  and  guide  the  production  and  administration  of  printing, 
reprographics,  and  graphic  arts  activities. 

o  Perform  management  analysis  functions,  such  as  organizational 

planning,  systems  management,  evaluation  coordination  and  quality 
control,  delegation  of  authority  systems. 
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o      Provide   safety   functions  which   include   employee   safety,   visitor 
safety,   tort  claims,  and  Workman's  Compensation. 

o     Manage   youth   programs. 

o     Provide  guidance  on  Privacy  Act  Matters. 
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MODEL  B  ROLES  AND  FUNCTIONS 


EEO 


Role  and  functions  are  the  same  as  specified  in  Model  A. 
Public  Affairs  Staff 

Role  and  functions  are  the  same  as  specified  in  Model  A. 
Division  of  Resources 

The  Division  of  Resources  serves  as  principal  staff  to  the  State  Director 
with  primary  responsibility  for  those  program  areas  historically  included 
in  the  current  Divisions  of  Resources  and  P&EC  except  lands  and  minerals. 
Included  program  areas  are  forestry,  range  management,  wild  horses  and 
burros,  cultural  resources,  wilderness,  off  road  vehicles,  national 
rivers  and  trails,  visual  resources,  general  and  extensive  recreation, 
soils,  water,  air  and  wildlife  habitat  programs.   It  also  includes 
responsibilities  for  land  use  planning  and  environmental  assessment 
programs.   It  additionally  has  responsibility  for  fire  ecology  matters. 

Through  the  Planning  and  Environmental  Coordination  Staff,  the  Chief, 
Division  of  Resources  will  be  provided  with  raultiresource  program 
coordination  and  analysis  to  ensure  that  the  individual  program  or 
functional  objectives  are  mutually  directed  toward  achieving  the  Bureau's 
mission  goals  and  that  all  the  necessary  program  components  are 
considered  and  accounted  for  in  major  project  undertakings  This  includes 
primary  responsibility  for  inventory  coordination. 

The  major  functions  of  this  Division  within  the  above  program  areas  are: 

o  Recommend  and  develop  program  policy  in  the  absence  of  Headquarters 
Office  guidance. 

o  Interpret  Headquarters  Office  policy  for  Statewide  application. 

o  Establish  long-range  program  direction. 

o  Recommend  program  priorities  within  and  among  programs. 

o  Provide  technical  and  procedural  program  guidance. 
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o  Evaluate  program  effectiveness  through  periodic  analysis  of  other 
office  decisions  and  products. 

o  Provide  training. 

o  Develop  annual  work  plan  and  long-range  program  proposal  directives, 
and  allocate  funds  and  recommend  personnel  allocations. 

o  Analyze  and  consolidate  resource  program  budget  submissions. 

o  Serve  as  liaison  with  other  agencies  involved  in  resource  management 
efforts  and  with  resource-oriented  user  groups. 

o  Provide  oversight  in  the  implementation  and  management  of  land  use 
planning  and  environmental  assessment  processes,  and  ensure  program 
quality  through  periodic  evaluation. 

o  Provide  Statewide  resource  program  coordination  and  oversight. 

o  Provide  lead  responsibility  for  developing/coordinating,  and 

maintaining  long-term  State  Director  policy  guidance  and  program 
priority  documents  necessary  for  preparing  program  package  and  4-year 
authorization  proposals  in  consultation  with  other  offices. 

Division  of  Lands  and  Minerals 

The  Division  of  Lands  and  Minerals  serves  as  principal  staff  to  the  State 
Director  to  provide  program  lead,  policy  direction  and  operational 
support  for  all  aspects  of  the  lands  and  minerals  programs.   The  major 
functions  of  this  Division  are: 

o  Provide  program  leadership  in  lands  and  realty  program  through: 
development  of  program  policy,  direction  and  priorities; 
technical  assistance  and  evaluation;  adjudication  of  land 
applications;  issuance  of  land  title  documents  based  on  decisions  or 
advice  from  field  offices  and  other  Federal  agencies;  processing 
withdrawal  and  revocation  actions- 

o  Provide  program  leadership  in  energy  and  nonenergy  minerals  programs 
through:  development  of  program  policy,  direction,  and  priorities; 
technical  assistance  and  evaluation;  adjudication  of  mineral  lease  and 
patent  applications;  and  issuance  of  mineral  leases  and  permits 
based  on  advice  from  field  offices  and  other  Federal  agencies. 
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o      Maintain   the   public   land   status,    survey  records,   raining   claim 
recordations,   and   dockets   systems. 

o     Operate   the   reception   desk  which   provides   the   public  with  public   land 
status   and   general   Information  about   Bureau   programs.      Receive 
applications    for   land  and   mineral   resources  and  mining   claims    to  be 
recorded. 

o      Provide   lands   and  minerals   appraisal   service   to   field  offices. 
Division  of   Services. 

The   Division  of   Services   serves   as   principal   staff   to    the   State  Director 
to   provide   all   administrative  and   operational  support    to   the 
organization,   and  to   provide   policy  and   general   guidance   to   field   offices 
on   operations   functions   and   administrative  matters.      The    principle 
services   and   functions   of   this  Division  are: 


o 


o 


o 


Perform  cadastral  surveys,  including  surveys  on  public  land  as 
requested  by  field  offices  and  other  Federal  agencies,  and  assist 
agencies  in  their  Cadastral  Survey  programs  through  preparation  of 
survey  instructions  and  plat  review. 

Provide  engineering  and  support,  including  survey  and  design  of 
facilities,  construction  and  maintenance  program,  review  of  field 
office  engineering  work,  cartographic  and  mapping  services,  fire 
suppression,  trespass  compliance,  search  and  rescue,  and  leadership 
and  guidance  in  the  acquisition  and  access  and  transportation 
rights-of-way  programs. 

Provide  law  enforcement,  including  assistance  in  law  enforcement 
investigation. 

Provide  personnel  management  support  to  the  State  Office  and  guidance 
and  assistance  to  field  offices  In  staffing,  position 
classification,  employee  development  and  training,  organizational 
development,  and  labor-management  relations. 

Manage  various  administrative  services,  Including  procurement, 
contracting,  property  management,  aviation  and  transportation 
management,  space,  fiscal  management,  and  office  services  (mail, 
imprest,  reproduction,  forms  control,  paperwork  management, 
directives,  central  files  and  library). 
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o      Provide   Information  services  of  data  management   (ADP),   remote 
sensing,    telecommunication  (both   wire   and   radio),   and   technical 
guidance   pertaining   to   automation  of  manual   systems. 

o      Provide   budgeting   functions  of   coordinating  program  packages,    4-year 
authorization  and   AWP  preparation,   coordination  and  monitoring. 

o     Manage  and   guide   the   production  and   administration  of   printing, 
reprographics  and  graphics   arts  activities. 

o      Perform  management   analysis   functions,    such  as   oganizational   planning 
systems  management,   evaluation  and  quality  control,   delegation  of 
authority   systems. 

o     Provide   safety   functions  which   include   employee   safety,   visitor 
safety,    tort   claims,   and  Workman's   Compensation. 

o     Manage   youth   programs. 

o      Provide  guidance  on  Privacy  Act  Matters. 
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MODEL  C  ROLES  AND  FUNCTIONS 


EEO 


Ro 


le  and  functions  are  the  same  as  specified  in  Model  A. 


Public  Affairs  Staff 

Role  and  functions  are  the  same  as  specified  in  Model  A. 

Division  of  Planning  and  Environmental  Coordination 

The  Division  of  Planning  and  Environmental  Coordination  serves  as 
principal  staff  to  the  Deputy  State  Director  for  Resources,  for 
coordinating  the  development  of  long-range  comprehensive  plans  for  the 
management  of  public  lands  and  resources  and  ensuring  adequate 
consideration  of  environmental  concerns  in  all  decisions.   The  major 
functions  of  the  Division  of  Planning  and  Environmental  Coordination  are 

o  Manage  and  guide  operation  of  the  Bureau  Planning  System. 

o   Track  District  Office  progress  in  meeting  planning  schedules,  both 
multlyear  and  annual  work  plan  designated. 

o   Assure  compliance  with  NEPA  and  CEQ  guidelines  on  all  environmental 
assessment  and  EIS  preparation  efforts. 

o   Assure  quality  control  of  District  prepared  planning  and  EIS 

documents  by  evaluation  of  the  end  product  and  by  providing  front 
end  trainng  to  District  Planning  and  Environmental  Coordination  and 
involved  staff. 

o   Provide  limited  direct  assistance  during  preparation  stages  of 
planning  and  EIS  documents  if  necessary. 

o  Provide  guidance  in  all  planning  system  and  environmental 

procedures,  including  interpretation  and  expansion  of  Headquarters 
Office  Directives  and  issuance  of  supplemental  State  Office 
guidance  to  Districts  as  necessary. 

o  Advise  and  assist  Districts  as  necessary  in  developing  public 
participation  approaches  for  input  in  planning  and  environmental 
analysis  efforts  with  assistance  of  the  Public  Affairs  Staff. 
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o   Prepare  or  contract  for  planning  and  environmental  components 

involving  scarce  skill  areas  such  as  economics  and  social  values. 

o  Take  the  lead  in  preparing  and  monitoring  planning  and  environmental 
components  of  Annual  Work  Plan  and  in  developing  long-term  program 
budget  proposals  for  these  areas. 

o  Provide  overview  coordination  of  resources  program  lead  submissions 
to  assure  meshing  with  Statewide  long-term  multiresource  objectives 
and  priorities. 

o  Take  the  lead  in  developing  and  maintaining  long-term  State  Director 
policy  guidance  and  program  priority  documents  in  consultation  with 
other  Divisions. 

o   Coordinate  with  and  provide  liaison  with  other  Federal  and  State 
agencies  on  planning  and  environmental  matters.   Such  functions 
include  State  Clearing  House  A-95  system  management  and 
communications  with  State  and  regional  intergovernmental  groups. 

o  Coordinate  review  of  State  and  local  plans  to  facilitate  consistency 
of  Bureau  plans  and  programs  with  such  State  and  local  plans  under 
terms  of  the  Federal  Land  Policy  and  Management  Act. 

Division  of  Resources 

The  Division  of  Resources  serves  as  principal  staff  to  the  State  Director 
with  primary  responsibility  for  those  program  areas  historically  included 
in  the  current  Divisions  of  Resources.   Specifically  -  energy  minerals 
(oil  and  gas,  coal  geothermal  steam,  oil  shale,  tar  sands,  uranium), 
nonenergy  minerals,  lands  and  realty,  forestry,  range  management,  wild 
horses  and  burros,  cultural  resources,  wilderness,  off  road  vehicles, 
national  rivers  and  trails,  visual  resources,  general  and  extensive 
recreation,  soils,  water,  air  and  wildlife  habitat  programs  plus  fire 
ecology  matters. 

The  major  functions  of  this  Division  within  the  above  program  areas  are: 

o  Recommend  and  develop  program  policy  in  the  absence  of  Headquarters 
Office  guidance. 

o   Interpret  Headquarters  Office  policy  for  local  application. 

o   Establish  long-range  program  direction. 

o   Recommend  program  priorities  both  within  and  among  programs. 
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o      Provide    technical   and  procedural  program  guidance. 

o     Evaluate   program  effectiveness   through   periodic   analysis   of  other 
office   decisions  and   products. 

o     Provide    training. 

o     Develop  annual  work   plan  and   long-range   program  proposal   directives, 
and   allocate   funds   and   recommends   personnel   allocations. 

o     Analyze   and   consolidate  district   and   other   office  budget   proposals- 

o      Serve   as   liaison  with  other   agencies   involved   In  resource  management 
efforts,   and  with  resource-oriented  user  groups. 

Division  of  Operations 

The  Division  of  Operations   serves  as    principal  staff    to  the  Deputy  State 

-    ,.   f~r   c^rvtres      to   provide   operational   support   to   the 
Director   for   Services,    to   pr  P  technlcal   program  guidance   to 

ftfld   offices   of  operations   functions.      The  major  operations   services   and 
functions   of   the   Division  of   Operations   are: 

d        *Am   t-hP   nublic   with   information    from  the   public   land  and  survey 
°        e°cVo        ,   map     and   bfochures,   and   general   information  about  Bureau 
program-      fenage   the   land  and  survey  records  and  mining  claim 
recordation  systems. 

o     Receive  applications   for  lease  and  disposal  of  ^"11^™*^ 
title  documents,   and  process   withdrawal  and  revocation   actions. 

°  S£S  anforner  SS  ZSSZ  T.Z  ZZ2g£L- 

in  conduct  of  their  own  cadastral  survey  programs  through 
preparation  of   survey   Instructions   and   plat   review. 

o      Provide   construction  and  maintenance  prog, ram  assistance   to   field 
offices   through   survey  and   design  of    facilities,  review  otr 
office   engineering  work,    technical   guidance   to   field  offices, 
construction  and  maintanance   program  leadership. 

'     SSMKE.   and'coordinatlon'or    fire'suppreSon, 
trespass ,   compliance  and   search  and   rescue    programs. 
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o   Provide  lands  and  minerals  appraisal  service  to  field  offices. 

o  Provide  program  leadership  and  technical  guidance  in  the  access  and 
transportation  rights-of-way  program. 

o  Provide  cartographic  and  mapping  services  to  State  and  field  offices. 

Division  of  Administration 

The  Division  of  Admnistration  serves  as  principal  staff  to  the  Deputy 
State  Director  for  Services  for  all  administrative  support  services 
throughout  the  State  Office  and  provides  general  guidance  and  direction 
in  administrative  matters  to  all  field  offices.   The  major  services  and 
functions  that  are  the  responsibility  of  the  Division  of  Administration 
are: 

o  Provide  personnel  management  support  to  the  State  Office  and  guidance 
and  assistance  to  field  offices  In  staffing,  position 
classification,  employee  development  and  training,  organizational 
development,  and  labor-management  relations. 

o  Manage  various  administrative  services,  icluding  procurement, 
contracting,  property  management,  aviation  and  transportation 
management,  space,  fiscal  management,  and  office  services  (mail, 
imprest,  reproduction,  forms  control,  paperwork  management, 
directives,  central  files  and  library). 

o  Provide  information  services  of  data  management  (ADP) ,  remote 
sensing,  telecommunications  (both  wire  and  radio),  and  technical 
guidance  pertaining  to  automation  of  manual  systems. 

o  Provide  budgeting  functions  of  coordinating  program  packages,  4-year 
authorization  and  AWP  preparation,  coordination  and  monitoring. 

o  Manage  and  guide  the  production  and  administration  of  printing, 
reprographic  and  graphics  arts  activities. 

o  Perform  management  analysis  functions,  such  as  organizational 
planning  systems  management,  evaluation  coordination  and  quality 
control,  delegation  of  authority  systems. 

o   Provide  safety  functions  which  include  employee  safety,  visitor 
safety,  tort  claims,  and  Workman's  Compensation. 

o   Manage  youth  programs. 

o   Provide  guidance  on  Privacy  Act  Matter. 
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GUIDELINES   FOR  ORGANIZATIONAL  STRUCTURE 

It    is   desirable    to   have   a   State   Office  organization  with  maximum 
uniformity   throughout    the  Bureau.      Uniformity   facilitates   communication 
among   State   Offices  and   between  Headquarters,   the  States   and  their   field 
offices.      It    leads   the  way   for  clearer  delegation  of   authority.      The 
study   team  recognizes,   however,   that    total   uniformity  is  neither 
practical   nor   feasible.      The   programs   of  Alaska   and  Eastern  States   are 
unique,   deserving   separate   treatment.      Alaska  and  Eastern  States   are 
each   requested   to   submit   to   Headquarters   Office   (840)   for  approval   an 
organization  proposal  which  is  as  closely  aligned   to  this  study's 
recommendations   as   possible.      With  those    two   exceptions,    there  will   be 
no    flexibility  at   the   division   level  without   strong   justification  and 
approval   from  Headquarters. 

BRANCHING  WITHIN  THE  DIVISIONS 

Division  of  Resources 

The  Division  of  Resources  will  consist  of  a  Planning  and  Environmental 
Coordination  Staff  plus  no  more  than  three  branches-   Selection  of 
titles  will  be  made  from  the  following  list. 

Branch  of  Lands,  Minerals,  and  Recreation 

Branch  of  Energy  and  Minerals 

Branch  of  Lands  and  Minerals 

Branch  of  Lands  and  Recreation 

Branch  of  Recreation  and  Special  Areas 

Branch  of  Biological  Resources 

Branch  of  Forestry 

Branch   of  Range,    Watershed,   and   Wildlife 

Division  of  Operations 

The  Division  of  Operations  will  consist  of  the  following: 

Branch  of  Lands  and  Minerals  Operations  (includes  lands  adjudication, 
minerals  adjudication,  land  status,  survey  records,  mining  claim 
recordation,  dockets,  accounts,  public  reception  and  information 
counter) 

Branch  of  Cadastral  Survey 

Branch  of  Engineering  &  Support  Service  (includes  ATROW  and  may 

include  protection) 
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Branch   of   Protection  (optional) 
Branch   of  Mapping  and   Photogrammetry   (Optional) 
Appraisal   Staff 

Law  Enforcement   (reporting   to   Division   Chief;    title  as   staff 
optional) 

Division  of  Administration 

The   Division  of  Administration  will   consist  of    the   following: 

Branch   of  Personnel   (includes   training   and   may   include   organizational 

development   if  not   reporting   to  Division  Chief) 

Branch  of   Administrative   Services   (includes   procurement,    property, 
contracting,   office   services,    library,   central    files,   paperwork, 
management   and    aviation  management) 

Budget    Staff 

Branch  or    Staff   of    Information   Services    (depending  on   size) 

Branch   of   Printing  and   Graphic  Arts   (optional,   otherwise   locate 

production   functions   in 
Administrative   Services.) 

Safety   (reporting    to   Division   Chief;    title   as    Staff   optional) 

Management   Analysis    (reporting   to   Division  Chief) 

Deviation    from  the   above   structure  must    be    approved    by  Headquarters 
Office   (840).      Substructurlng      below  the   branch   level  will   be   left   to 
the   discretion   of  the  State  Director.      No   substructurlng  within  staffs 
is   authorized.      It   is   recommended   that   the   following   principles   be 
considered   in  developing  organizational   substructure: 


o  Avoid   unnecessary  layering 

o  Do   not   create   oversupervision 

o  Develop  a   reasonable   span-of-control 

o  Develop   sections    in  moderation 
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